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Effoctive assessment of potential leadership ability 18 dependent 
on the velidity of the measuring techniques exuloyod and the criterion 
to which the mesvrements are releted. Factors of leaderm@iip hevo BO 
fer eypeerod rether intangible in nature although research 35 contin 
uelly attempting to isolate the jriucipal activities involved. Tuner 
ous studies heve been made of lesdershiy and in search of adequate neas- 
wees for determining -otentisl leadership ability. Throuh such stulles 
progress rey oventuelly ecer. With Uds in mind, end a peremel in- 
terest in the validity ol lenderahip evelvation mothods orplayed by the 
karino Corpa during Ferld Ver 11, I heve prepered this follow-up study 
based upon leadership evaluation data recorded oa students during offie 
eer besic training ond later fitness report ratings given those cane 
individuels efter they wre commissioned. Certain weaknesses in the 
essesrment rrocedives employed ere quite apparent and the criterion 
limitations selnowiedged. When related to other studios however, the 
findings contained herein mwy cortribute in sore mall wy to the im 
provement of rsserment methods in the urea considered, 

I wild like to eelmowledge ny indebtedness to the Commanding Of- 
ficer snd steff cf The Basie Schoci, Merine Corps Schools, Quantico, 
Virginia for the assistance furnished in locating and recording student 
lesderahip evaluation date; to the personnel in the Proceduren ínelysis 
Office, Office of the Director of Personnel, !ieadqunrters, U. 5. "marine 
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Corps, Waahington, D.C. for esaistencs in recording fitness report 
data, the statistical camutations, and preparation of ehsrted mater- 
tal, 
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CHAPTER 1 





Digterent of the Drobleg 


Geuerüli--^ "natíonel emergeney" poses abnormal problems of leal- 
orship in 21d phages end £funetione of povernment. Rathor sovere ai- 
Justrent in top leadership often follows the transition from peace to 
mr ag cepeble leaiers are sought to met th new situations fecing 
the country. Civilian pursuits ere temporarily exchanged for service 
in goverment eni the nilitery osteblishment. Jolm Q. Citizen is 
called upon to mike radieri changes frox hig normal routino as he 
esoums bis niche in the big machine. When viewed in the light of the 
rapid expansion required of the armed forces and the enviroment dif- 
ferential betwen the civilien oni military creas of firetioning the 
problen of developing military leadership beecmes rather uniqu. 

Induction of officer nersonnel at the bottom of the commissioned 
ladder is e major concern for the military esteblieshment. During the 
early stages of a rer the curly of mannover conerelly exceeds tho ĉo- 
mami, end selection of good material is relatively easy. Le tino and 
the wer effort progrees the bottom of the manpower berrel is eppronch- 
ed ond the situntion becomes one in witich the demand commences to ox 


coed the supply. 





Success in combat Gemania that the process for asecesing ani 
training junior officers as troop leaders be the best available. Of- 
Meer training is expensive in time, money, ami porsommels economy dice 
tates that it be made available only to candidetea who possese poten- 
tiel leadership ability. The limitations of any persomel selection 
procedure preclude 100% effectiveness and for thiís reoson it soens doe 
sirable thet tho actual pericd of officer training showld also rrovido 
pore mans of leadership evaluation to validly salvage borderline cases 
ani eliminate unsuccessíil candidates. Three major elemente, therefore, 
appear portinent to the process of procuring ond training officer per» 
saral for military leadership in the lowr echelone, First, reasan- 
ably accurate discrimination betwen qualified ond unqunlified camil- 
dates must be provided in the initial selection procedure, Second, Tro= 
vision should be nade for siequete leadership evaluation end training, 
concurrent with esadenie Instruction so that esch candidate may bo 
given asnisiance in developing his potentisl loadership ability, Third, 
the precedures for evnlusting leadership ability must possess suffi- 
cient validity to provide sn economica] predictor for selecting cut 
unsucceseful caniidates, Vajor emphasis in this stuly will be nlaced 
on the latter two elements with the presumption that the initial solec- 
tien procedures, wich will be discuseel briefly, do provide a selected 
group of candidates, 

Lurrese of tbe Düxby.--The primary purpose of this study i5 to 
exexine the procedure for treining and essescing the potential leader- 
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ship ebility of Nerine Corps Junior officers who were undergoing basic 
instruction at the Herime Compa behoole, Quentico, Virgirda curing 
World Ver 11. én effort will be mate to determine whether any vela- 
tion existe hetween actual performance om the job ate reciflod tine 
fallowing oreavetiion and the relative leederaip sbility predicted by 
the evaluating yrocedize,. Tan ibo avant & relstion o^ muffioiont velid- 
ity Is CCAN to exict, commonic end pucgostions will be offered for 
further improvement of the procehioes. As a beekgraml to the stuly, 
the ether proposes to review current thinking ani certain personel 
opinions regerding the leadersidp problem and mcthods end linitetions 
of warring leeiersh!p, 

Content An Befa -The following brief of whet the reader may 
expect to find in the gueceeding chapters is cffered for reasons of 
elerity mm econazy cf time in the event quick refereneo to porting 
ent areas of the rtudy de desired, The remminder of Chapter I dis- 
cusses the principe] sources fron which research deta ves obteined, 
followed by a general coverage of tho minaion, organizetion, end 
training problems of the particular Marine Corps School offering bas 
sie instruction for junior officers, The chapter concludes by ostab= 
lighting the status of tho candidatos accepted for basic training as 
that of a seloct croup. 

Chapter II ettemts to enelyse sono of tho fectors thet soon to 
be nssocinted with the leadership problem in order to determine how 
they may effect a leadership nseesssent c tralióng program. Lover» 
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ol currently recognised methods of assessing leadership ability es used 
in other personnel creas cre ommminod with a view toward recognising 
tho many varieties of techniques which can be applied to the mamre 
of lendersiip potential, 

Tho leadership training end evaluation procedures omloyod during 
World Vor IT et tho Karine Corps Schools exe covered tn Chapter ITI. 
Aelmorllodgemeunt 1s piven to certain lMnitetions that vere inherent in 
the gysten os ectahbl*shed, 

Chepter 2۷ fe the mcleous of the entire thesis. It sets out the 
fectucl data statistically cormmzrted ani charted for interpreting, in 
procodures subjected to exenination, The criterion emloyed is dis 
cusped from the standpoint of evellabiltty, validity, and general ec- 
ewucy. otheds ani procedures used in collecting, acambling, am 
computing the Gata tro describe e 

Chapter Y sonelules the study vith discuneion ex! sucpestians 
pertinent to possible inprovenent in the leaderehip training ax. eval- 
uation rrogrem, The mygertions we based on the discussions cf Uds 
Ey aû the reletionsihipa determined by analyeis of the rtatigtical 
evicanoo » 

Schools und Tesäcwerters, United States Verina Corps, vo cbtein rew 
date for the statistical anelysis computed for this ctudy, During a 
three day visit to tle Basie Sehncl, Educational Center, Marine Corps 





Schools, Guantico, Virginia, stirlent records for officer treining 
elesses in residence during the rerio’ Aust 1945 to February 0 
sora examined, This reriot wes nelected for two mior reasons. First, 
the evaluating rroesdures in effect at that tine were deeîgned to nt- 
tenet o more mentitative neasıme of potential leateratip ability oni 
recmeserted a mofor cdinestment fren tho previos tornmimos used Jn 
evaluating vecarded cheervations, Seot, durine the srocter nart of 
thtp veriod the author had direct contest with the ovalimting procede 
wes in question by virtue of duty eariommont. 

Tee rerticuler clase recorde exeined ct The Basic School wre 
those of the 16th ani 17th Pletoom Comendera Classos and the lct, 
ari, end wad Heate Clessee. The nme difference, as noted, has no 
bearing on the reonerch date ns the chence me ^ وم‎ of soneming 
the officers basie treining school st the end of World Ver II. "he 
ernmolinent in those classes inclwied caniidetes fron the enlisted 
rakes, (redustos of the U. 5, Naval teeieny, and a representation 
fron civilian collegen resulting in a good cross section fron nost of 
ceria incluted the ecaderic average and the 20ndersidy evelurtion score 
far each student, The possibility af certain ecaderic mbject crates 
being sensitivo to ond indleative of factors aeaccletad with leaden 
ein inCluaneed the author to record individual credes for the Troop 
Troining Gourge and the Steff Ametioning Course for correlation with 





commencing with the lat Pesze Clecs end those for Staff Fimotionine 
began with the faxi Bagic Class. “Wherever the Comore] Classi fiesetion 
Test score mes found, 11 too me reconied, 

Sampling of eases :receede! on the basis of reecnling the necem 
nary Cota on cw uper, mielle, and Lower twonty-five eases from each 
caga, rene) 3n uegorüanee witai Leaderaiin cvaluation scores. Zu 
the event claseas maivered lesa than poveriy-five students, iaa 
tion “as recae] m the ontixe class, مه وکهوقسما‎ leadersidp data 





wevo recorded an FR cases, availeble in the following mrber's fron 
eech clago: 
16th Miatocn Cenmenóers 0les6 ,, ... 24 
178 Pletoon fomandors Class __. 49 
iat Basic Clase loo 4 ۵ 
له‎ Basie 02288 پا لے سے ا سے ے ے‎ 
سے ہے‎ 000000 
Totei 202 


m ae YA SS WH 


¥itness report recanis filed in Fondquartera, Y. £, Horine Sorpe 
provided the sameo from mhich date for eomutino eriterjon sectes 
were ootainnd. Comlete diecusaion of the criterion ond the rethote 
used in computing criterion scores 1s rererved for Charter IV. A 
serch of fitness report records rroiueed criterion data on 1% of 
the 302 casos for wách orisinod pcalende recorda were دم یی‎ 2۰14, In 
view of the wrintion in class cis and the Imonsibility of obtaining 
equal mashbers of canes fror eech class it ven doomed ‘losteal te oeloct 





cesos om a percentage besis when dotermining the final croupings for 
annlysig r'urposem, Tho maximm percentege figure that could be enploy- 
ed was dependent on tho muber of caros !nitially selected in oech of 
the upper, middle, ani lower groups of the largest class. n tho fin- 
el anelysis oll of the capes within the upper, middle, end lower 15% 
of each cless for which criterion deta wore availchle wre solectad to 
mike up the three major groups involved in the ctuly. The table below 
indicates the mmber of cases by clase within each mone on which sta» 
tistical deta have been computed. 

gum el Mel. leza 

16th POC 

17th 0 

286 Basto 

am Baste 

2378 Basic 

Total 


EK oo ې‎ © 
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ihe Officer Training Proce 


Goueral.--The junior officer training program in the United States 
Marine Corps revolves sbout the functioning of Tho Besic School, Edu- 
cational Conter, Marine Corps Schoole in beth peace end war. Tho Ba» 
ele School, or en especially osteblished phase thereof, provides tho 
final caws of besíc training for esch Nerine Corpa junior officer 
oe officer caniidete. During World Wer II the nane of tho basic train- 





ing program varied from tine to time in order to adjust to certain 
choncing confitions. This had very little offect on the actual owr- 
mehe es 24 ms prineipnlly an ofjunteent in the internal arante 
sation ef the school to wet existing situctions of procurement ond 
policy. The progres: wes initintly ongenised in two phares, en OTTI- 
cer Candidates School, and a Teserre Officare School. Under this are 
Tengesent students were not comcasioned witil they had sueceechüliy 
comleted the Officer Candidates School, They ottomied the Teserve 
Officers School as Second Lieutenants in the Merine Corps Resexve. At 
a lator dato It beeans necessary to reduce the period of training to 
sixteen vocis and the tm phases vero combined under tho neme Flatoon 
Comomiers Ccheel wiich provided for besie training of officera ond 
offices’ canvildetes on the seno basis, At the end of World War TI the 
offieer trainings progran resumed normel peacetime activity. The echool 
agein becare The Basie School end cvor a period of severcl classes the 
course was ones more extended to the normel length of nine months. 
Current pleming in Harino Corpas Headquarters to met the present 
expansion once egain calis for reducing the course of training and plese 
ing it on a five month besis, The promen will be referred to as the 
Special Banic Course. During the firct threo nonths the student will 
be in tho ctrtus of on officer caniidate. Suercessfül comletion of 
that period will 5o followed by two months instmotion as a comission- 
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od officer, Experience in the besic training program for funior of- 
ficare in the recent war peers to be dictating a simfler pattern far 
tho present onorpency. 

Tho Basic School.--A brief discucsfon of The Dagte Sct 
er) genoral organisation for inetruction, eni the principal sources 
reader in ovatunting the effectiveness af the lcacerahtn anseenment 
end training procedures to bo discussed tn Charters TTT and IV of the 
thesis. Tor purveses of thie stuty it 46 essential thet such o dtg- 
cuesion of The Baste School be eonMinel to the factors sa they extet- 
ed defne tho mecie period for much stetietieal data tero collect 
el, namaly, August 1925 to Tobruery 1927, Trocresa hes, of course, 
brett about certain minor molifiontions since the period indicated. 
Yt gprears from on esr vnstion of the present propre, however, that 
timo to exist, 

The Besie School is a pert of the Merino Carps Schools orzanisas 
tiom کم‎ Cuentico, Virginia under the camend of the Camandant, "crine 
Corps Schools. The scaderie direction of the Warine Corps Schools 49 
the direct reeponsibility of the Assistant Commendant, Merino Corps 
Seheols, The Cawenting Cfficer of The Basic School is chergod with 








lieta from tho writer!s porsonal interview mith officers of tho Plens 
amd Policies Section, Headquarters, U. 5. iicrine Corpae 
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tho expeution of tho mission assigned the school ex its prescribed 
ecañende polley. Tho mission of Tho Paste School has been desipicted 
in c letter fra: tho Commeulent of the Marine Corps as fallow’: 
To train newly ceamisciomol lieutenants in those sub- 
verteining te tha dirties adi responsibilities of a 
LU A تو وققص تی لا غه‎ 
The broad content of the mission hae elways been pemrally eiuller to 
thet quoted, Imengeney conditions resulting in a Limitation of the 
length of training en] the possible necessity of mtiriculating other 
tion camissionod students ney to ame degree affect tie perfcrizuve 
of tho mission as intel above for peacetime, lnder euch cirewnstenees 
ouwrert Jans articirate that a linitetion or elimination of a mior 
partic of the afloat phase would be necessery.? 
zue Basie School course consists of two mein divisions: Logder- 
Edward W. Snedeker as communing cffiecer of The Rasio School made tho 
following siatement in regard te leadership evaluation end devolop- 
nants 


tt IH AI ne ھا‎ 
potent leedership, for leaders tho through ability, profeg- 





om Latter serial MC ETS dated 2 Jamery 4. 


Snota fron the writer's poreanal interview with officers of ihe Plans 
end Policies Sectio, Tieadquerters, U. S. Merine Corps. 








Tho crgenization for treininz et The Benio School ws cesigned 
to provide for cocrdinated instruction An the two nein divisions of 
the course unier the direct responsibility of « mpervisar of incstmue- 
tion. Frofesrional silitery training to insluie indoctrinetion in 
all infantry weapons, tactícel instruction through the bettalion level 
with enphesis on the rifle squed, pleteon end cameny, end treining 
in the emclioyment of supporting wenpons in coordination wth infane 
try was given by the toree unjor ermps of the ecačenje section. The 
lewierslip section wy zpecillonlly charged vith the careful conervu- 
tion wai recoriing cf the leaderehip charucteristies demonstrated by 
tio inúiviável student diring iis dally precticel performance, The 
swell of the ieaderthip sectio employed these compiled observations 
ad a basis for clinical eveliuation, counseling, and guidene in m efe- 
fort to nasist each stuiert to develop his ability for loedershin to 
the oxtent of hie erpacity, Doteils of the lealershin evelustion rro- 








dead Wo Snodeler, "The Denáe School.” jisino Corps Gasette, CS, 
Qwiriiso, Va, Jan, 1949, p. 29. 





cedure mill ba covered in Charter III of the thesie, 

Tho Basic School does not anticipate that all of its predustos 
will perform their duties te perfection when they go to their first 
ascipament, ‘'owvor, the backcrevsl of training received ef the sohool 
wast be uGequrte to ineure that the you; officers aro ;rovided with 
the osmartiel basic toole which, in the final enalysis, can be fully 
developed oily when combined with continued study ond neomal daly 
wilttay egeriewe. The Pasie School seete tleve practical consider- 
&tiong by cesigning its curriculum so thet it will previde ihe stu- 
dents ltu an adequate anl substantiel fowxlation of leadership and 
۲۶٣٣٣ 0 5 3محه‎ ability won wiek thoy may continue to bulld their مها‎ 
Tine Corps cercers. 

Under existing polley the perfarwence of each student officer 
ile attending Ths Pasie School has no bearing on his precedence in 
red, Frecalenes in renk 1s determined in cach case by the Secretary 
of the Nevy peice to commissioning snd is based on dexensirated م2(‎ 
cecmiosioning performance. It ûs conceivable, howver, that during 
em emergency when candidates ney matriculate in an aulisted status 
thetr loadersiiip and ecademic recaml right wary wall be a serious face 
tor in the Secretary of the Navy! e determination of Minel procedence. 
Basic Schoel zerforuumee records m each stwüent are definitely used 
as & basis for marks and cements on tle Sitwmess xerat abetted ou 
eah otiudent at tho conolusion of the svehcol year, 

T tho evert uy studiert fallin to satiefeotarily camicte The 
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Basic School course a recommendation is made to tho Comundant ol the 
Herin Chet the student's comission bo revoked, It مد‎ essential, of 
course, thet velid ané eompicte leadersiip evaluation ond nilitery 
training records be evallable to mrport exh & recorzendoticn, 
ea in selecting cfficer cendidates for ion aly tko qalis- 
extions velleval. to havo sone affect on the Icadorship potentáel of 
the «prlicant 1211 be congldarod. Basic qualifications such ns ege 
exl citisenship heave little bearing, 12 any, on the mbject mtter ef 
this paper and have consequontly been aritted, There cre seven sepa- 
rete ammes fron wich the Harino Carpa selecte its officer portati- 
nel. A taccalaurcrto degree from an aceredited college or university, 
وی‎ in certain instances, a demonstration by test that tho cendidate 
hes attained en oquiwalent oduociionel leval is a requirement comin 
to cl of these somces, Certain addition! requirements roculism to 
the initial sclection procedures for cech of these procurement creas 
ave discussed in tho following ۰ 

Lach year the Secretery of the Navy elicts to the rrine Carpa 
a quota weh is filled fron thse ewremt gradunting closes of the "evel 
kecdeny Dy copoizntuent of nedbers of tha close whose apylications for 
eermtiesion in tho Merine Corpa are mibsitted to and approved by the 
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Sucrintendent of the "evel Academy.” Initial camiesion to the ¿orde 
ery is by Presidential or Concressionel appointment or by competitive 
exeinetlon mong enlisted versamel of the navel cervice, The curri- 
eum provides for yeers of college treining rreparctory to Cari. 
emphart.s in cleo yinced on loedership gulderco end doveloyuente 

The “Navel Seserve Offiecrs Treining progrem eateblioned in 52 ace 
eretited educations institutions throughat the United Stetes allots 
16 2/2 percent of its praduating classes for appointment each yoorx in 
the Marine Corps or Herine Corps Reserve. Siuiente in this proprenm 
rmureus the nernal college curriculum of the institution in wich they 
are enrolled ani in addition cbuly specified leval Science mbjects 
and perticipate in Grills and summas? training courses, Upon comple» 
tion of the sophmore yeer, stulonts who desire to become Merino ofMMocers 
ere piven on opporiinity to make application. Those students solocied 
for the Verino Corpa phaso covered during the mior and senior yore 
exo required, wen completion of thedr huedor yor, to attend a mumer 
treiming yrocrem provided by tho Marine Corps Schools st Quantico, Vire 
ginie., “his tratning period, in cddftion te ite primary fimetio of 
providing the student baste Instretion 15 wocpons end troop leading 
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offers tho Merine Corpse an excellent opportunity to observe and evel- 
usto the potential leadership qualities of the etulento, Initial po- 
lection procedure for the NPOTC program involves several mmdiles designe 
ed to olininste canlidates ww do not meot established stenlenis, The 
epplicent must first make eae qualifying score om the Navy Collore Apti- 
tudo “ost, Success on the aptitule test ani a rigorous rhysieal ox- 
exinetion makes him eligible to eprear before a state or territorial 
committee for interview, This comittee composed of a prominent odu- 
cetor, c prominent civilian, ani a senior Neval officer selecte fron 
the application files fumishod them, the candidates whon they congi- 
dar bost qualified for the program. An a final requirement each esn- 
didete mst be secepted by the university or college coneerned.© 
The Platoon Leaders Class program is eveiichle to stulents at- 
tending certain accredited colleges or mivernities provided they can 
nest the personel specifiections established by the Narine Corpse 
When the opplieation of a student for this progrom is secepted he is 
enlisted in tho Karime Corps Foservo end is required to attend two 
separato periods of field training at the Eorine Corps Cehools, Quan- 
tico, Virginia following his junior end senior year of college. Dur- 
ing thoce exmer training periods leedership evaluation ani develope 
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ment is a vitel factor in the program. Canlidetes becam elicible 
for comiselen in tho Merine Corps or Marine Corps Feserve upon com 
pletion of the senior course of summer trelning ani recoipt of n bac- 
coleureate degree from en accredited university or college, if recmo- 
ol by the Comandant, Narine Corpa Schoolse? 

ín onligted nen cf the reguler Marine Corpa may be oppolated ac 
a mcan lieutenant in tho reguler Marine Corps for wrestricted duty 
provided ho meets certain requirements, Ho must be first recomenicd 
by his commnding cificer es meeting certain prescribed poneral re- 
quirements end es heving displayed the traits of leadership, initintéve, 
loyalty, cherecter, intelligence, end physical stemina recuired of a 
Merine officer. Fe is Awther remuzed to nest educational standards 
by heving com:leted a four اع‎ course et en ecoredit- 
ed college or university or to demonstrate by test that ho has ettain- 
ed on equivalent educaticnel level. A prescribed minimum score ma 
the Hinríne Corps Cenerol Clansifiostion Test is also neceseery." 

Amy male citisen ef the United States may be considered for eom- 
mission as a :هه‎ licutenant in the reguler Marine Corps provided he 
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hes eetisfacterily completed a four yeer course at on accredited col- 
Legs om wuriversity, ca evidenced ty the receirt of a baccalaureate de- 
quirements cendidetes in this category are usually also remiired to 
demonstrate personal chorectez4ptios to & motipfnetory degree befcro en 
intorviow boezrd ecosed of timee Herine Corps officers? 

Noncemsalseiowd officers of the reguler Yarine Corpa may Io mm 
poirted to camimlamd renk in the "crine Cors provided Uy meet 
eertoin proscribed requirenerte. & noswormisstonel officer in tive 
category muct be recamonied by a general officer, field offieer, or 
his commanding officer. Hoe rust establish his mete] fitness far cam 
wispion by attainment ef an efucationel level proserived by tho Cawene 
tam of the srine Carpa. Ye must have displayed traits of lerdersidtp, 
initiative, laylty, clsracter, intellicence, end phyeicel steriina مد‎ 
required of a Nerina officer. لم‎ Usually versens selected fron this 
group heve slrealy proven themselves through actual performance. 

A poraee which has only recently been recognised in tho Large 
grow of former izci Cape naLaniseioned officers who, dineo loav- 
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ing the Corpa, have obtained ۵ baccelaureate degree. The screening 
process for this group will probebly be sínflar to that for cíviltan 
college graduates with adequate recognition being given to their rast 
records, 

The regvirenontre for injti!gl selection co ectehüisbod tn tho 
feregcino peregrerhe swer to clive sufficient my-ert w the csecytion 
previously mde thet, in cemral, vech clara cf rtutents procured far 
officer training et The Basic School ie comesed of gsnlectel non. 
Bávostionel requirements end proof cf rersonel curlities tivcuch ote 
tual. performance hevo boon incorporated as mubstartial factors In the 
initis selection procedures. It goeng logical to reason that obu- 
donis procured under those specifications should possoss a reocounnblo 
degree of leadersiip potential. Experience at Tho Basic School cives 
support to this lire of reasoning, The fact must be recognised how 
over’, thet no porsounel selection procedure is perfect and ervors 
will infiltrate the initial processing fron tine to time. Colonel 
Edward W. Snedeker, widile Commanding Officer of The Baste School, 
medo the following pertinent coment in his article "The Basic Schoal," 
printed in tho Jammry, 1949 issue of the Marine Carpe Casotte. 
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E. Snedeker, "The Beste School," 


Quentieo, Virginis, Jen, 1949, p. ۰ 
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CHAPTER IT 


TH IERIETSIITP ITOBUEM 


U. SORESA GF LAOS 


Chepter I gemrally estehlichen thet retenticl lemlerekin sbil- 
Sty 22 yrosent in The Dsgie School stwier. The next orohien ic to 
sec: Giormation in repi to Un basic factors essocioted with the 
eubjoct matter ani eopential to effective leedership, Prelirinery 
to euch en investigntion perhaps the isee can bo clarified by mmen- 
ining seme of the aspecte of leadereitip es viewed by several و‎ 
of the subject. Over the past tóidyty yoers sunorous writers levo et- 
teszted to pin dom the irtencibie elements of lenterdup by defini- 
tion, Each weiter hes hod a slightly different concert, however, 
there geng to bo some siutlarity arl vorsible trend erparent when 
eomperison ip made, Until recostly no serious eclemitic errroach 
has cegurred in the study of loedership. it the present tine the 
Pereamal 7 espereh Board of Tho Ohio 5tete Univercity, under aponscr 
ship of tho Gff%ee of Nevel Roseereh end the uan Pecsourees Legoarch 
Laboratorios of tho Air Force, is ongeging in leaiership etixiies for 





tho nilitery esteblichuent. This bcomd hes rejected, at least for 
the tine being, the trest eprroach to tho study of leedership, Tt ts 
attacking the problen prinsridy fron the point of view of the activ. 
Aty wish taken place during the act of leadership,” Counidorzblo 
progresr ís being made in this resserch ;roject, howrrer AUI troet- 
net cf the subject is based cn a ten year rmrogrem stexrtad in 1946. 
Until the complete sefentific results from tho study of "hn Ohio State 
University Board are emmilcble rorhaps n review of the emer ts of 
Woswwersiip" myl the "Leader" es observed during the rust twonty years 
LI mgpost a practical srrronch to essesmient and development of 
leadership. The following extracts wee stulied with this in mind; 
they ane listed in ehronclogieal order for the period 1930 to 1919. 
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Gane M, Stogtill, Personal Foctora hencofate! with Leadership: 
& Survey of the Literature," Ibe Japmel of pmmholosy 1945, 25, p. 66. 











¿ixincipel ( asiceretiong.--Three main ideas ererge fran those de- 
finttions of leadership. The first inlicaton that tho dtischergo of lead- 
ersiip responsibilities requires proper rerforwenee of fimctions esso- 
elated with plaming, orgenisine ani controlling; those related octivi- 
ties nermelly associated with effective exocutive action. The second 
refers to certain combinations of percomal traite or habits wich when 
euployed s:1fully serve to reinfaree exmcutive actim in cooperative 
tasks. The third involves either intuition or sequired uxerciomding 
of baste paychelacy end ite erplication to tho problem of motivating 
tho individunl. These three mjar ideas my rrovide at least a portial 
clea to the direction which should be taken in esmmining or deaigring 
training nrecediees for developing and evaluating leederahip sbility. 
If, o# iniseceted by Shartio,”° the study of leoderchip becomes e. stu- 
dy of leadersidp mete anil the veriebles which will be related to such 
ects, it seene equally reesoneble thet indoctrination in the sctions 
required for officient exmcrtive functioiing of a part of the leader 
aap act 1s basic to prectical lealership training. 





Icarrol L. £hertle, "Lenderehip end Pxocutive rerformonco," Lergop- 
nel 1949, 25, pp 370 emi 373. 
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iho Leadergiin Act.--The predominate factors which seen to be 
associated with leadership were determined from descriptions besed 
primarily on industriel and comercial situations. That cood leader- 
ship action in these situations differs greatly from good leadership 
ection in the military situation is not necosseriliy a truism in the 
mini of the author, The business objective for a company ín en in- 
dusteiel sltuction iz to proserve, acquire, eresto, or distir Toute 
values which will justify tte existence.” te ultinete objective 
of a tacticel unit in the military situstion is mreeess in cadet, 
In each ceso amd ewoutive loaüeraip is required es "the foren 
o o o that stimüates, sotívaten, snü directe . . ."12 the orgent- 
zation in achieving its objectives. Stopdill sugeoste that Leeder- 
skip also depeis on the situstion. 
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سس .ا نے پاٹ نے 
The situational espect ol lesdermip docs not remove the necep-‏ 
sity for effective executive action in overy ieaderahtp act. It merc-‏ 
ly indicates that possibly cose individual patterns cf men behavior‏ 
fit certain leadership eituatios better then others, The leadership‏ 
eituetion in rilitery combat io no doubt somerimt different then the‏ 
leadership situation in an industrial argenimation, The degree of‏ 
difference yrommed by the reatler will likely be related te how much‏ 
he hes conditioned his mind to think of nilitery leaderalip aly in‏ 
terns of personel bravery exi siniler foctors which in the conse used‏ 
exe peculior ;rimarily to tho military cituctio. 1f ono con agree‏ 
to think la terms of the tires major ideas previoudly suggested as‏ 
prodomineting in all good leadership the differeme becomes quite‏ 
wall. It shovld alao be remembered that generally only e mall per-‏ 
centage of tire sent by eny military unit is combat time; the prine‏ 
cipal activity 1s training in preperetion for corbat, Meny militery‏ 
units eloo ero service in naturo and do not involve cadat leadership.‏ 
With such g varioty of situations existing in the military service, ani‏ 
tho erent lack of any measuring instrument to predict chareoterli»-‏ 
tées specific to good combat lendership, 1% seens Mopleal and poor‏ 
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economy to point leadership training tomu codat situations oy. 
The author believes that tho leadership act in the Industelel situation 
involves activities oni behevier petterna which differ little fron the 
general ectivitios involved in l1eadersiip nete of the average rili- 
tery situntion exi meceste that thm design fer a leadership trein- 
ing eni neserament. rrocram to be used in the basie training of offi- 
cere be based on the following remise: 

The exeeutive activities of plemving, orgemtsing, end contrel~ 
ling, approorintely epplied, ei reinforved by en uxerstanding of 
the rvincirles cf benle paycholecy ma IIN menipulation of a 
personal beheyler pattern equivalent to the oftuction era fuxienortal 
to any oct of good leadership. 

Tha Leali iae previously stated by Stog- 
4331, " o a « persons who are leaders in one situation mey not neoot- 
oarily be loaders 1n other aituctions."4 tive suggests that می‎ bo- 
havior pattern of o leader vill not work well in all leadership s*tu- 
ationg, 1 also eupgects thet if e leader ic to met a renge of leod- 
ership situations within a general eros such ceo militery altuntien, 
ho rust bo capable cf pdjurting rernonclity traits or behavior pet- 
tera within limite. Such adjustment will roqro self cnelyein cr 
ireining so that he 16 capable of recognicing his strong points ani 
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196617705966۰ Feccgnised personslity traito are almost without oni, 
There sre howerer certein ones mare cloealy ansocinted with leadership 
then others. Stogdill made a muvey of those gtuiies ín which cttecrio 
had been made to cetercine tho traits and characteristics cf loaders. 
Only factors wileh wore reported by three or nore investigators ere 
ineluded in his stuty. Insofer es is known Vus is tbe noct reee end 
thorough study of rerponeal traita assoeiated with leadership that has 
been nade, rertinent conclusions arrived at in ihe survey follow: 


Tho Sess wt tho léchest overall. overall cerreiztion with 
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ary of these characteristics or traits are intengible in nature. 
Seno are definitely reflected in the stimilating effect they have on 
tho actione engaged in by tho leader, Those searing of rerticwer 
consequence to the leader in no nilitery mituction ave listed under 
the headings (1) Gapeedty (2) Lemaaibiiity (3) Perticiretion. Tho 
factor of stetus is rere or lose automatic in the rilitary hierarchy; 
that of achievenent, at least for Junior officers, is umnlly deter- 
mined prier to cormisaioning. Tho theary of individual differences 
recognises that £11 leedern do not romsoss oll tratto in the omw de- 
gree. Many lesders avi most people rivo little thowht to the cffect 
these treits have on thedr ow: leaferstdp ects, A good leadership 
program must. adopt eome practice] meena of evalucting the studant's 
capacity for the essential traits ani direct his attention tomrd the 
arcas in witch he muy be week or strong. A leader woo has leemed to 
recognise the effect cf the various elrracterietien om his om behev- 
tor w11 bo better equipped to recognise the degree to which simitler 
qualities are exprepsed in the ectivities of others, Such en ncideve- 
ment can be of crent help when considering subordinates for وو کمیصل‎ 
ments or promotion, 

Larti lescersiina-—Tossession of certain personel traits 
gororelly assceinted with leadership is, elone, of well value to a 
leader unschooled 1» the Muvlenentel factors of exmentivo sctim, 


e-o o the mesure of the leaders cuccesas lice cut- 
cido of and beyond himself. IM lies in effective results 








ima of confusion emi a meximm of economy in persamal end tho phy- 
gieul factors with wich they operate. The employment of good manage» 
ment principles ts one mans by wich this purpose may be enhanced, 





The mechanical aspects of ovgenisetion ere clearly set dom for 
moet silitary wilts. Tho principal problem confronting tho Junior of- 
ficer is the training and directing of the nen in his casani, If 
this 46 to be dono effectively tho leader rust beo fanilicr with and 
espable of applying the prineiples involved in the action of ylenning, 
organising, end controll^ng,. As æm exnmplo, intelligent planning must 
۵٥ موک موه‎ in prepering and cerrying out training schedules, iio should 
have e working loonlodge cf tho theory of organisation in ader to in 


ar. Toedo Tie ht al Landero, New York, Londons Kerem 
Porte, 
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part smooth operation to his unit, Such knowledge will elao bo of 
assistance in uxterctanding the locus of his organization in the lerg- 
er picture. 


If the state of a comend 1٤9 such thot the coman- 

e honda are not free the administration of his ex 

tasks, 1t 15 sn tion thet the moralo and 

eedership of the unit is based en incorrect principles 
het insufficient authority has been delegated to 

ebordinatos, 
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Then the leader refuses to orgeniso his command so that hio mb- 
ordinates are able to carry out the duties fixed to their erhoro of 
responaibility he will, find Little timo for planning, In most cases 
mbordinctes thrive on responsibility, Their effective growth and 
advancement depenis on it. The leader must be cogninant of tho prin- 
ciples involved in "spen of central" and approprinte delegation of 
authority to promote harmony end tecnwork in his unit. 

The finetion of controlling involves the regulation of activities 
to insure performance as specified by the plans. Effective control 
requires supervision ani coordination, It demands tho removal of elo- 
mento detrinental to proper rerformmnco. The leader must bo familiar 
with the need for controls end tho activities he mst engage in to di- 
rect his orgenisetion in accamliching hie plen. 








185. L. A. Marshall, Men dcoingt Fire, Now York: "i11iem Morrow and 
Co, 1947, p. 199, 
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ALL these things when understood end arrlied effectively by tho 
lesder can be basic tools of sound leadership. They have a deciding 
influence cn the norele end teamwork in a comand, Effective executive 
ection 1s fundenentol to leadership in all ochelens, Academic instrue- 
t4on $n tho rrinciples of exocitive action ani a sericus study of the 
scientific method of approaching ani ealving problems appear pert4in- 
ent to any yrogrem for leadership treining. It con be nost useful when 
Incorporated directly into the leadership progrem as a part of the ro- 
lated whole. 

Antollisgeneg.--Indicationo oro that tho possession of & roascn- 
able degree of intelligence is a requisite for positive leadership 
ability in vost arees, In the study by Stogdill it ms determined 
that the cverage person who occupies a position of leadership excecás 
the other nonbers of the group in Antelligenee.1? Ordway Teed has 
this to sey of intelligence es it pertains to leadership ability. 
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would ceuse amuigh or distrust anong hie followers. ) 


The dictionary Geacribos intelligence as "cereeity for unlerstand- 
ing e e e aptitude in gresping truths, fucte, end meaning . . . good 
mental cepacity." From the foregoing coments it seems apparent 
that the factor of intelligeme, an asnoeinted mith leadership, io 
most coamucily interrete? ss general ability oa capeclty-~the pbi1- 
Sty to sájust to different situations, to think, to work in tho eb- 
street, to resson logicelly, end should not be confused with aequir- 
eg bility which is effected primerily through experiences, Tho de- 
gree of cequired ability esvertial to proper performence may vary vith 
the ochelen of leadership but the acquired ability of on Individual 
to perform a yerticular duty can never exbeccd his intellectual capacity. 
Obviously then, in the military situation where leaders are normally 
expected to progress up through the leadership hierarchy, serious con- 
sideration must bo given to tim factor of effective intelligence asn 
it mey exist in prospective leaders. Acadenic echiovenenst as a pre- 
roquisito of initial selection, end the ceaderio phase of basic train 
ing ot least nerves es a pertiel zeacure of the individusl’s lover 
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linits of intellectual capacity. General intelligence tests provide 
enothenr neans of mossuring gonerel ability. In mweny instenceg how 
over, a low factor of effective intelligence for leadership nay be 
nore reedily recognised through cobsorvation cf an individuel's daily 
ectiívitios. Tho eyylientíon of common sense ond coed julgement in 
a poreca!s social interaction with his fellow non ¿a usually a good 
indication of whether ar not he possesses the effective Intelligence 
fector essential to good leadership. 

Teaching Pecuirements.-<The leeder continuously finds himself 
in the role of a teacher in directing and influencing his mbordinatea 
in the rerformenco of their fimetions. He is often eslied upon to 
help followers through experiences which bring ebout a chenged mind 
end motive, One of the principal problems the leader feces in trein- 
ing siturtions is to develop a sense 1n tho learner that ho to engeg- 
ing in en ectivity which la significant for hin, 411 of theso loader- 
sip actions ere devendent upon the leader's ability es مج‎ 0 
Fern has the following to exy in recerd to the leader ce a torcher; 





A discussion of the *rorponsibility of a 3u- 
o یس‎ T conferences conducted by tho 
writer brought out tho conclusion thet & supervisor must 


meessarily be د‎ good mannger ani a enpeble 
in adMtion to supervising the vork of nen satiefacter- 
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4A eapable lcader “e elmye n cepnblo pide end Ane 











struotor. ^ 


Many loaders tond to forget that teaching toelmiques must eleo 
be syplied whenever proposals comcerning tho relations of members of 
en organization to the orranization itself are being considered. It 
ie important that a teaching sense be euplisá to these matters just 
a6 it is to job instruction. Many times it le even core importet 
becauss the right way to eduente poonle irto a change of attitude o 
eseeptencs of a new procedure is often lemm well uslerstooi.~ The 
leader (311 finî it aiviseble to heve a basic prouxiiug in good teseh- 
ing technique, fo must sigo recopniss the eNect his om beheviar 
pattern wlll hevo in reiaforeing his upplicetion of zool teaching 
principios. ath such a close cesociation existing between tocehing 
e] tho leodership aet it seems only reasonable that eny leedersitp 
training progrem süculd include the tecehing problem, 

iR Ilse Leda--in cure every dey relations with people it is 
likely that we cive precter thought to their sinilerities than to 
thoir differences, in a lirited wy peorlo are slikee-that is they 
have the seme mrber of ams, logs, cera, en noses, Their body ec- 
tivitios ero sinilor end within limite of climate, comtry, and oocdel 
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espocts they tend to have similar sbítions. For the few sin‘lort- 
ties, howevor, there are a creat meny differences. ome of the dif- 
fererees involve perceptual alles, learning ability, musevler coor- 
dinetion, cvctional stability, spen of attention emi a mmber of 
others, If ay grou of peocle were tested in a porticuler afl or 
peremelity trait tho distribution of the regruta wen pleted wtth 
miber cf persons on the oniinate against their scores on the abeissa 
would normally result in a bell-sheped curve know as the frequency 
curve. Few people (all in the extremes; may fall in the riddle range. 
Iniivicunl differmwen of this mtwe mst te considered by tha tender 
when ho is anlecting mborlinetes, nscigniag ¿uties, or handling وت‎ 
مس توا‎ cnses. That night be efíeetivo in tha cess of one recoon 
may not be necessarily so for another. Selecting tho necessary action 
for amcesehl losierehip invoives the ability to foresee tho affect 
thet action will heve on the people being led. Such sbility requires 
en Intuitive or acquired understending of pecplo end thelr probeblo 
reactions. A special mmrvey to clarify tha problems of develormont 
dn the Owens-Coraüing Fiberglass Company brought cut the folloning canm- 








a common wxlerstenting of what makes people "tiek", % 


It meme that es long as lealershtp ic a leadership of pearle 
ene of the mejor faetures for developing leadership ebility is an un» 
derstending of people. 





fellow ron, end o feeling of بت‎ Bor که‎ 


Tho experience of cthers thom, indicetes thet for effoctivo Iced- 
erddr actim Ur londer urt umlerstend the basic paychalogy of peo- 
pis., Bamio instruction covering intividuel differences and the fac- 





for a leadership training program. Ieeonting to Tend poverel writerp 
lated to antuel Intin situcticns in vidoh behavior us a hole can be 
mayd., lio mcynste thin tyre of text as rot entistactory for o 

basic understenting of Tum bohevior, 9 








Meloy 5. Shetynets. en شر‎ E Y نی‎ 





New York, Loxton: ID TON 
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AR ss stated by Devis, “every leadarship 
problien has tree interesting primary fectors--the lemler, to people 
led, oni تمه تمحر ول‎ rituatîong" co far ve have dfscupnol the 
"leader" end the "pamte led". Stogtill also finde thet a change in 
the ieslerchip situation has en effect on the feetors involved in the 





Although, mithin limita, it may be possible for each leader to 
min certain edjurtmente to عہداہدےاہ‎ mituetfons, 1t is rreotical?y 
inconcoimebleo that ey training progres can provilo a guido to solvo 
ell of tiem, It would geen thet a lesdereidy troining nroeran could 
be moro rrofítably besed on an everaro pitucticn charncteristio of a 
broed eree, For ommrle, becmuwss the rilitery vervice conetsts of 
menyy varied but releted teats, it 4s belfeved ep-roprinte to eonal- 
Ger 5t operetionliy as a broad eftuction within wich حم دک وره‎ 
leader must be cable of ecting, Determining botevicr rattorns thet 








2» 


would 5o cons'dored penerelly desireble for influencing nnd reinfors~- 
ing executive lesiership in the nilitery Neild should not be too cif. 
fiot, Neth the pattern estebiitahed the next step ig to inioeteine 

tha student in regal to the manipulation md development of those‏ هغه 
تج persaxi twats tet vill oneble him to met edequetely rost‏ 

tions in the military area., A velid evaluntion procgren will prove of 
consgide-eule volus in eliminating those caxtiidates found wartine of 

the minime TOPOS 





everyone will medily concede tint Teedevchip,‏ :سو مها 
ox the Zook of tt, existe ani thet its reta, whether positivo an‏ 
negative, affect cm daily activities, Comvrersaly, if ome fo prid‏ 
to descríbe cr reese lesiership, its blo aspects soem to‏ 
Qteeppecr cx me ¿2 1eM holdins e beg of high omerting adjectives‏ 
thet, when committed to rhresec, mem very little, ln teni us‏ 
mate ín tho previous section to trect sme of the preeticel Sectors‏ 
thet cppeer to be ceseciated with ٤ Tf the reader will con‏ 
سم er In recom to the sejority of thove cractien] fectcrs and vill‏ 
gres to the esistenca of leadarship then the writer cubito Uat,‏ 
Meaderr'ip ability een be determined by comniniag individual perform-‏ 
ence tn the 130t 02 tinge critico] fertors aseocicted 355 leeüerphip, "‏ 
Ib my be wall to recognize rt thig petant however, thet to deto tiero‏ 
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ero mmorous linitations to quantitative noasurenent of leadership 
on o fine scale. Joseph Y. Eaton, in discussing tosto for leadersluyp, 
hes this to may in ropanl to measurement.“ 


Tt muy be une. to reengri.ne at the start thet 





gree of relisbility on a "ne ınmerical soelo, such es 
from 0 to 100. Quelitatívo rotínc cerles, with s fev Jo 
eredntiona, my errreech a antisfactary decree of reline 
bility mers عم‎ Boch rich digtinctions are rerhepe 
mere antorwiate and valid for the eveluetion af camilex 
social persemrlity "Lpofto" sumh مه1 وه‎ 0:03, 0۵ 
لا‎ A A —4 
cabíred vith sociamtric ratings, 
اي سپلاښت ناس وسظط ميسقت چب‎ e 
| ool Lower deciles or qertiies of rercsons nost 

y to mueoeed cr fril cu londere An a specificd 















EFO?” 


The outhor agrees in genercl with this view of Eaton'n but Goes 
not necesserily believe thet differentiation by merical çredîng is 
entirely inm+roprinte, So mh will damend on tlw desim of the ewal- 
veting eystem srl the cerabilities of ۵ ۰ 

Acvosment as well cg loedercrhio 19 situntioeal In neuere, Econ- 
cy, timo, el stece of selection ere feetors Wich tend to determine 
assignments, Vethods whieh teko tim, cre cozorsly mere CCCI, 
ami can be beet ecrleyed during a teaimine rrosren, Tho tino fector 

















UU Moperinents In Testing for leadershty," Tha ANE- 
inn... oL dociglocx ر20/7‎ 52, p. 52^. 
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hovever, will usually preclude thoir we for initial selection, Cer- 
tein procedures may emmloy the situational cpproech and be capablo 
of adoinistration in the relatively short period of tw ar three daya 
but nay bo extremely uneconocícol of both ossessora oi candlidntes, 
331tuetlona! approaches of this type administered in o hurry my elin- 
inate "slow cterters" who would otherwise qualify. An امہ دہ‎ 
procedure thet mesures qualities docireble for ono area of loader- 
ship may not validly reamme qualities desirable for enother croco, 
Thorefore, in view of the aftuationnl espect of leadership, any 
aesecemont procourses must be designed to measure the specific face 
tovs involved in the type of leadership eppropriate to the eren bo 
ing investigated. Tests supposed to measure common factors of loader 
sip such ag general intelligence, nptitude, oto., cro readily adin- 
istered try paper-penci] techniques during initial selection.  Unfor- 
tunately however, payohologionl tects of thie neture, although useful 
in elinincting tecimically mqualified persomel fron further consi- 
Geretion, have only Limited velidity even for thet purpose and cannot 
measure social behevior. Other mens mist be devised to moamre a 
econdidate's leadership capacity in eecial aituctions similar to those 
in witich he is expected to operate, 

Experience in assessing nen for qualities of leadership has سوه‎ 
teblished a few recognized principles orplieable to tho design of en 
agsgesenont program. There is considereble acreenent between tho prin- 
efyllep advocated by Eaton in the conclusions to hia erticle Export- 
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monto in Testing for Leadership" and those established by the Office 
of Strategic Services Lanongnent Staff during World Wer II. Some of 
tho beagle principles extracted from both sources sre porephresed below: 


1. Cloarly establish the criterion, or type of essignmont the 
cemitdate will be expected to perform end for which he is being سووصوصه‎ 
ed. 

2. On the bagels of the criterion or preperctory analysis, list 
22 the sicillo and personality determinests of success or failure in 
the type of assignment tbo bo perfomed, Fron this list select tho 
vericbles to bo noasured ani design the program eo thet their noagure- 
mont teles placo ina situation of simleted reality with trainel ob- 
servers cesessing the candidates, 

3. Teste should be kept simile to facilitate uniform end eeey 
he Define (in weds tht are intelligabdle to the arseescrs of 
the orgenisstion) a rating scale for oech of the skílle ar personnel ty 
veriebles on the selected liest, Each component in the test situation 
ehould bo stwileä to discover the different alternatives for regpense 

end cech response ovoluated as to cignificanoo. 


eaten, Loba Sita 
Dre O85 Avcossment Staff Mow York, Tinehert 
end Campoy, Me», 1948, ppe 
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5. “herever precticable measure each variahle by mero then ona 
mens. 

6. Provide for aystenctic recording of all ossentinl deta for 
review by staff conference pricr to final decisions on ratingo exi 
recammmletions for each essoseoe. 

7. Provide for continuous oeveluetion of the assesment tech- 
niques being used. 


¿ass Hocico Ganados Sono of the teehnicoes vhieh 
heve been esylozed in various grecs to neangure leaderaip وم دب‎ 
wil) be discussed briefly. Tho weder ehang keep in mind then consi- 
dering cach of theao mearurement techniques thet, first, no ono noens 
em bo derended upen to zivo nll the answers nar to present a complete 
pictures second, although the principles for the application of each 
tecimicue may be generally the same fras mo situetian to another the 
techniques itself must be deaigned to measure the rertioular fector or 
factars cpylieuhle to the sttuctionel aspects of the area unler !rvon- 
titim. 

Perennes Tagta.--Ceneral intellige, aptitulo, schicvenent 
end various other feetora, for which a ninism critieal score dis de» 
sirable in the selection of perses for leadership assiguments, lend 
thenselvos to easy testing by pepor-pencil techniques., Tests of this 
naturo ero quite good for eliminating the obviously wit, and the 
relative enso with mhich thoy can be administered mkes thon particu- 


Lh, 


larly edeptable to the initial selection phase. Obviously if o val- 
id paper-pencil test for measuring leadership potent4al could bo pro- 
parod its use would save vast anamtes of time, nomy, oxi menpomr 

in poleoting aml training milter; lecters of cll renke, Nothing of 
sigvificones hes yet been necomyliched in tho preparation of mrh a 
single mearring Instrument. The majority of pepersrenel tects which 
ettamt to measure personal qualities tend to be se mibjective 1n na- 
ture thet the permm being tected can quite obviously determine the 
enewers thet ere desired, There is, however, one method of promering 
wall be effective if epplied to the reasuremant of leadersiuin potentiel 
in byiividwis. Arnlieetien of the principles of the forced-choice 
method of testing is suggested for Investiontion. Considerable meceag, 
deswxentad ty velidities دہ‎ high es .62 ond .74, hec boon cttained in 
applying the forced-choice principle to verit-rating, Tt soona logie 
eal thet perer-pencil testa for londerehtp potenrtízl using thosc seme 
principles ani baead o: the factors pertinent to leadership in the sl- 
tuntion being considered should, when prorerly validated against leaders 
of known caliber, produee nom velimbic inforsation, A caspicte dis¬ 
eusston of the forced-choice principles 4s beyund the ecope of this 
thesis oxi the render 1s referred to a discussion in regard to its 











application to merit-reting by Harton ۲۰ Tichardeon, 22 

Ditervies,--The interview os c predictive neens has had exten- 
eivo use tn practically all fields of enfleavor, lrerhere ite mimry 
fecturo ia the oprortumity it afforés the interviewer to obtain a 
first hend servation of certain individual chesncterioties that 
wuld not normally show up in the remılts of othe> tests. This seeme 
ing eftvertate, however, tende to create other verisbles which in the 
fined analysis prove to be serious shorteaings to relismltty, ^ 
In the firgt place the interview tends to be mbjective in mire 
varying with each interviewer, end in sono fnstanees even izvatving 
personel generaliantiona about such wieeientific Atene as 0 ۰ک‎ 
There in also the possibility thet the fntorviower roy becoro po 
weppoú up in cvestioning hie subject that ho will &% to eccuretely 
observe the mbfoet's reactions; he mey even be influcnce’d by tly ean 
dfünte!n reaction to hin, Mnthernere tho interview is not penerally 
considered a goal mensure of norm” soctel behevior. 

The mest usunt tyre hes been the reraeneal interview fæ tho ma- 
pose of Geveloping informtton resenting the subjectts persone] سول(‎ 








en "Forced-Gholeo Perfarmmence Teporto=.! Modern 
Nerit-Noting Method," Perso), 1949, % pp. 205-212, 
یں‎ 1 Y for 


Testin » | 
— | | ون لے و چس‎ Tema rre brit, ad 
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tory end cenarnl cunlificetims. Another type, the "stress Interview," 
fectorn a5 ocotici under stress la ossertial to selection fer 2 perti~ 
culer aselgmont , 

— of the interview, es for any other predictivo toch- 
nique, calls far an understanding of the aren for which the profice 
tims are being sought. Tie perticular factors to bo moamred must 
be clearly segregated and an interview eltimtion established that is 
epocificaldly dosisned to point then out, 

There seers little reason to doubt that many of the serious short- 
comings in the interview situation can be circumvented throuch tip use 
of initiotive end imaginetden when setting up specifie interview situ- 
ations far the purpose of checking on or measuring certain fectora not 
readily measured by other teclmiquese 

fecic Dramie--The scolo dramatic teclmique involves situntional 
performance by an individual or group in a social or operating citua- 
tion of simmlated reality. It gives the assessor en ovportimity to 
observo the reactions of the subject when confronted with all of the 
verichles that may be produced through the interactions of other hen 
beings that ere o part of the situation, This tecinique of noneurenant 
is commonly mow es situational testing. Such testing may bo erw- 
tured or instructed. In the structed test a partieuler tyro af 
situation is staged eo that certain variables are constant and the 
subject is observed for particuler feetare he my demonstrate in re- 
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acting tc the specifie situation. The unstructured test may be om- 
ployed when the assessor desires to observe a mibject's reactios 
within normal dry to dey cecurrences that ere not forced in any wy 
by tho esposalaz staff, Irrloynent of this letter type of gitustional 
test practieslly requires that the assostor group be closely angoclat- 
ed ith the candidates am a twenty-four her por dey basis for a maf- 
ficient yerlod of time that will promote close acquaintance, 

“esting situetions can elso be created on either a lasderlosg 
or an assigned leadership basis, Each method will allow far ti» de- 
nensiration of different losdessidp qualities. Assertiveness rad in“ 
itiative ero omemios of qualities that my be demonstrated ven a 
londerless croup is assigned e perticular tad: to eccomplish. In this 
ceapa oech individual will generally compete far leniermip to wat 
ever degree ney Lo characteristic of lis ucture, Leadership in such 
a eGiteuation my chenge hends severe! tines until the group finally 
eceopts the leadership of the aw imlividual wo has been most guc- 
cossbl at denonswuting his capacity and geining group accopitanoo. 
A test of this type will generally also provide a very good indication 
of the willingness for cooperation end teesmork on the part of all 
cendidates. The loaderless group situation gives very little opportu- 
ity however, for my individual to demonstrate a capacity for plan 
ning, anining, anû other emeutive abilities. Observation of such 
abilities requires the creation ef eituntions involving problems vhero- 
in individuala may bo assigned positims of leadersiip aiong vith cam 
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rensurate authority. Under circunstances of this nature such eddi- 
tional fectors as eopeoity for asmuming responsibility end the abile 
ity to delegate arthority end to control the conduct of action in 

ececemlishing an nscigned miesion ere rere readily cbecrved. 

The pocio drunctie technique, as will es my cther means of tegt- 
ing, must be degigned to fit the altuations which the candidates may 
meet In their future assignments. Before an adequate aituationc] test 
cen be vrovidel, analysis met first prove the qualifications to be 
yradicted. 
miopie wuemtsomimpie-Tho sccionstric tent is basicclly a 
teelmiaw Tor measuring ettrectima enl rejulsiong between vorious 
indiviénals constituting a specific gro. It is perhaps roro eon. 
monly known es "group opinion" ar "buddy noninetion" and involvos tho 
uss of a payer=penedd questionoire form designed to rermit individmlo, 
who have participated in the activities of & preu» for a mfficiont 
perio?’ of timo, to indiente their reaction to other menbers of the 
group by renking each member with respect to all of the other norbera, 
usually en a scale osteblished for that purpose. By virtue of ite 
employing a multiplicity of raters this techiique mininizes tho usvel 
unveliability of single ratings by superiors in the convertional rete 
ing methods, Even though n single rating by ome merber of tho (row 














Fe Nowell, "Yengmement of Leadership," Socionetay 1942, 
5» Po 1636 





may bo unreliable, the averago of a mmber of such retings will 
usually provide e stable measure relatively freo fron bias and the 
eaboormalitios which my arige ina single runter. Tho use of c siso- 
able mrber of raters also tenis to Introduce a prester an more ate 
mento distributio over the comtimam. Therry یی‎ fryer in a stay 
conducted en two fray Officer Candidate Classes at the Siganl Compa 
officer Candidates School, Tort Merzouwth, “ev Jersey tn tho sumer 
ef 19/5 fami that "buddy nosinntions! by follow students moog ned 
ot the end of the first month the sem factors that ratings by sere 
fors eventually observed at the end of far noaths,2? This come study 
also determined thet "busy nertinations” were suffictortly relioble 
(ocrrelation coefficient گت‎ nfter four months to be considera use- 
Ol. anû thet they possossod camersble velidity with acaderdc prades 
(coeffictent of .50) in predicting suecossful preduntion.” The evi- 
deme in tho Weary ot Tryer stuly dees not esteblish whether buldy 
nominctions aro good predictors of lomderzhip rotentinl es no ciegunte 
eriterion ws cveilcable against ich they could bo validated. 
Another study condueted by Villines ond Leavitt in 194/, et the 
Merine Corps Officers Cendidete School does Imlicate n superiority 
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for group opinion over staff leader ratings and certain objective 
testes in predicting success for both greduation frem (CS and future 
success Jn conbet./ Group opinion at the end of two weks carrelat- 
ed 47 with ieter combat performance while the correlation between 
stal? leader rulings at the and of fifteen weeks ani later carbat 
performenee vas only 0 

There errears to be sufficient evidence that the socimetric tech- 
nigue has much to offer as cas reens of prediction and that it deserves 
sere considerntion in eny jersavel progran wiich involves acco; vance 
os rejectia cf potential loaders. 





Cenas he principles involved in the foregoing techniques 
are gomerclly epplicable for most pereonnel. arcas. Perhaps tho nost 
profitehle use of any of tue techniques for investigating leadership 
petentiel wijl be attained wien they ere used in combinationa tiet will 
iusuro & multiple approach to all of the factors through which an ine 
divíduel rey exqoct to exrese leadership ability in his future assim- 
nee, 

Original eredit must go to the Gormans for introducing a tyre 





WMecnloy Be Tilliams end Harold J, Leavitt, "Group Opinion es a 
I redictor of |ilitery Leadership," Jouraad ef Consulting LENAN 
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progrem which as later to be copied and Improved upon by the British 
Arny end the U. 5. Office of Strategic Services. The German method 
1s briefly summed up in a report by Ansbecher as follows” 

The method ie always the attempt to place the testeo 





The remainder of this charter will briefly discuss the procticel 
methods unod for ernlying essosanent techniques in various military 
organisations, Enrhasis rill be civen to the situstionel errroach, 
Tho rrinery purpose of asserment in eech of the orrentiuntions fron 
which emmples aro taken ws initil selection., There should be no 
reason, however, thet epplication of the poneral rrinciples involved 
needs to be so limited. 

Tho Dritigh Aug 1942-454 Selection of officers for tho Brit- 





u. Le Ansbacher, "Gorman Military Feayehology,” Pevcholecical Dyl- 
leptin, 1941, 28, ppe 2770-5. 


— E. Norria, "Officer Selectian in the Dritigh Amy, 1942-1945," 
1949, 23, pr. 219-234, 
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ish Army prior to 1941 wes from among those men tho hed received o 
School. Certifieate or had passed en equivalent ememinstion, Lile ate 
tending one of the achoole which provided a Officers Training Corps. 
By the end of 19/1, selection ms sccomplished by Interview 0 
attached to fray Commands, cech boere heving thres members. Doel 
sions of the boards wre based on the candidrteb enswers to questions, 
end meh tratta of cheracter or derortment ho night betray curing the 
×ط‎ minute interrier. Derreciation fn quality of mernpower trith the 
progress of Ferid Fer 11 quicidy proved the limitations involved in 
the simile interview method. Three major factors, fellure ruteo at 
Officer Cadet Training Unite, norale in the renke effoctíng arriications 
for camission, end poor rerformenee in the field, rom called for 
mess efficient assessment of a pomilace which wes reaching tho limita- 
tions of its wenpomer pool. 

Wer Office Selection Borris vere established as a solution to the 
problem. A typical board consisted of a Tresident (a Pegiment-1 Of- 
ficer with tho rank cf Colonel), Advisers (offScere with regimental 
experience), ai e Faycholocicel Steff, Each bærd ws ectsbl'shed 
with the following purposes as n besis upon which they would orerate:”° 








Orois, Ma Sitas pe ¿Le 
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Wile the candtdete ws in residence et tho Peerd a member of ob- 
servere cathered information and based their fwleenents of his rer- 
formance on » verioty of stanierdiiced must real-life aitvetions, en 
interviews, end on stadardizod peper-peneil tests. The rerfernanos 
teste Inclided, besidse euch itens as personel courage, specch, ete., 
group leadership tests 1n which em individual ms errotited os leader 
and riven a simisted combat mission to rerform which included prepar- 
ing the plen of ctteck, delegation of duties to cramp rebors, eni a 
defense of the nlan es rrepered, Tesderless group situations wre 
also weed in ich ec simmiloted cotet tosk we nosicned to a crap 
fer which a leader hed not been erpolrtod. The total. yorsonellty 
score asalgwed each Cndet et the end of the cenesenert period ms de» 
termined by pooling all fJuicemnts ct a conference of the boar. Tia 
nel decision rested rimeyo with tho President of the boerd on off*- 
be tho user of the successful cendidatés obiljtieg, 

Treo rsjor follow-vp stulies were atierrted in order to correre 
the perforosneo cf officers selected by MOMs and those selected under 
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the old procedures. Extreme difficulty we encomtered in cbtein- 
ing reelly satisfactory oeloes, and from tho deta gvailrhlo tho evi- 
dence of emy clear difference botmen officers selected under tho two 
&yetens ves not conclusive, 

fens superiority for the ODB mysteu cen perhaps be inferred from 
e fon general facts. Carlets nelected under both systems, end who 
later ettended various CCTis aimiltaneously (721 selected by TOB, end 
492. selected by tho olā procede) vero civen OCTU ratings as follows! 
30% WOGB nelectees end 22€ clá procedure seloctoes cbovo nverego; D. 
WEB palocctess amd 37 old procedure gelectees below average. WS 
methods did achinve a igh degree of eccoptability with all renks end 
the results of en nayncus qestimeiro completed by both succeseful 
end rejected cemlidates wre overntwelmingly in faver of the autom, 

Iie flee af Strstecio services.” —ignersle--Ono of the most 
extensive end aubitlous progreme developed by inericana for nsvenenent 
of an individual's qualities we ineugurated by the Office ol Stratege 
ie Services during World Wer II. It followed, in general, the patterns 
eriginally osteblished by the Gormens end the british, however, in 
contrast, the assessment stotiong in tho United States wro expected 





Mercer, Qua Sas Pe 220. 
APIs, y. 26. 


‘Are OSS Anseoment Staff 
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to estinate suitability for a great variety cf jobs es comperod to 
the einrle military features of the previous experiments, Erteneivo 
coverage of the OSS methods is not roasible within the limitations of 
this parer; only thoee procedures directly concerned with the assess- 
ment of leadership potential will be discussed, 

Tho Office cf Strategic Services conducted its program tirough 
e series cf nssessment ctatione in the United States amd sbroad, 
each etetion provitec comicte assesszent procedures; tho normal tine 
requiro! to assess a prap of oprrosimately eighteen candidstes ms 
thee daya., Tho recruitment program obtained candidetes from tho ver- 
fous branches cf the erred forces ang directly from civilian Life, 
Cendidates vera not agsembled es a croup for transfer to the asoras- 
ing station util they were first issued Army fatigue clothing wich 
they were to weer from thet moment until tho completion of assesment 
of rank differences mhich night othervise color the assesoment findings 
in view of tho voriety of conüidetos which inclufed officers, onlisted 
pen end civilime from all postilens in life. In furtherance of thie 
policy cach canlidate us inctruacted to provide himself with n cover 
etary thet he wuld opereto unier during his eutire stay ct the assess- 
ment stetion, Mo ono we to reveal his true identity; no one me to 
break cover with the assesacra omert under erecific circunctances 
agreed to by tho usesssar; meintcining cover we a rart cf the test 
۳۷ وٹ‎ 
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The major purpose of the CSS asseseucnt staff ws to clininate 
the fit. In order to eecamliech thin it weg necesssry to develop 
a eten of procedures which would sufficiently reveal the pereonal- 
ítics of recruits to the extent of rroviding adequate grounds for 
prodictíng their usofilness to the orrantuation in accorplishine Sts 
wertise riscion. Tho problem of devising wlesuate tests me not eegy 
beonuso oZ the groet diversity of special skills called for by tho 
OS field projects. Tho 06 pryctwlogists end paychiatrictc wore ex 
pected to ostizete o candidate's capacity ta evoke respect and werk with 
others, es well es lis ability to Hen and orgeníse tho activities cf 
others. Lack of standerdised procedures for meking such measurements 
dictated the need for improvisation. Although may stenderd paper} 
pomeil tests wre usad, situctionnl testing required inagissticen enl 
candidcte's perfcrmence, tho evidence necosscry to succesafiily oval» 
uesto hin for future field assignsonts. 

The surrowrlings in which the assesament tod: place were really 
besie to tho entire procedure. Conditions wore so controlled thet a 
progran., Under those circumstances nay splendid qportimities wre 
ereated for cbservin; tho camlidetes wider all tyros of social inter 








action, 

Seven procedures were used diring the last two assesenent ror- 
Seis ot Station S, e lergo fern meer Arlington, Virginie. Five of 
these vere altustional tests of which three field probleme (Brock, 
Construction, and Assigned Lesderchip) provided en orrortuntiyr to 
Observe ihe cemtiiate’s reaction wien confronted with a peuctical 
field provlem, while two (Diseureion axl Debate) revonlel loodership 
qualities in en indoor situction of cive aml take argue 
sixth procedure (reting by ascocirtec) furniched the sosossorc uith 
data a cach cantidate es expressed through lis ctaxting in the eyes 
غه‎ ell the othora. The last procedure (rating by interview) yielded 
information determined by a qualified clinician wWio ¡rommmbiy through 
avaigmment and concentration on the pertículer candidate had roagon 
to know iim best.^^ 

ás for nost other projecte of this nature wry Little succoss hop 
been obtained in validating the assesment results.“ lo appreciable 
rolationship weg found with any of the criterin used, nenely, cp;rele- 
al by staff members sont to individual duty etaticus to evalmte ine 
dividual success, e;pralsel by theuter comenders, eyreísal by inter- 














‘dene OSS keoonmment Steff, Asgeagment of Ven, Wow York: Tinohert and 


MS Didas pe 30. 


idos pe 392. 





8 


viowing individuals in the reossignment cron, ami by essocintes’ ar 
prassal. There is no real wey of knowing now whethor tho fault ٤۵. 
in tho negossaent techniques or in the criteria against which they vero 
validated, Ferheps 1f a fow of the men who failed the course of -وووووه‎ 
ment could hevo boen sent to duty fn tho ficld as e control grow a 
better measure micht hove heon syniichte, 

i مت‎ roup Situation,  --the natural sete 
ting for the Tıvak test emelstod cf a desipseted point on a mul 
gtroem that ren through tho testing exec. Tho stream was quet aml 
shallow with berl ayrroximately eich, feet apart end Lined with trees. 
A hoavy rock es visible on tho fer bank; the neor bani: eontetned a lag, 
wich ms to represent 2 delicate instrument in tle problem, and seat~ 
tered sbout the erca were mich od] bite of matecdal as bars (none Long 
enough to reach across the etraom), thooo lengths of rojo, a ¡ley end 
g barrel with Leth emis knocked aut, 

Tor zamyoses of the ;roblen tho sirean re; resented a racing torrent 
so Past anû deep tıt it ume tnpossthle to rest anything on its bottan 
Both vanks vere steer and all work hed to bo accomplished [ro Vivir top. 

The nisalon of the group ms to transat the delicate engo fini- 
ery, HAIN cenoulaged es a log, to the far henk mA to bring baek 
the box of porcussion cope, concuflagod os e rock, to tha near cide. 
Cho Limits cf tho rroblen eroca vere gieled off and all local meteriel 
found within thet sree could be used. No one was pormitted to lump 
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ücrocs the stream and the problem ms not considered over ımtil all 
nen ol the croup hed reassembled an the near bank after the mission 
ves soconplised, 

The test wma cesigned to eecesmodate fran four to seven cone 
detos, “he reotlen sclution required tho cooperative effort cE the 
Group, however, no iesder we aselgued by the steffi, Under these cip- 
cumstances it ms possible for te staff to observe ths reuct?ons of 
individuale striving for leadership, ebllity to retain losderehip when 
onee eateblished, and the willinmess of individuels to cooperate in 
a grow effert. Two types of leadership vere generolly observodi 
leederghip ly eanertion ax leadership by efficiency, Leacersiulp by 
assertion was not clways minteined and pouptines another individual, 
although quieter, often tock over ieadersidp efter suggesting ideas 
that would work. Tho quality of leadership varied, however, it ws 
usually noted that the best leader was one who stayed close to ورن‎ work 
ar who ealocted ono or two agsistants io callaborete with iin in woring 
out a loricel plan end directing the task. 

Luc Geglancilen Tesic-wu مشمتصفها فموسنصها‎ italian,” The 
constrwtion test really tumed out to be rore & nesguro of tho cane 
didata’ a reaction to frustration as, wider the structured circumstances, 
tho nesignod task could never be ecoomplished rogsrdleco of tho loader- 
Shin ewrted, The results were oo upsetting for most candidates thet 
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a post construction interview for therapeutic purposes was almyn 
echotuled, This test 1s a good comple of one designed to measure 
perticuler chemsteristics by means of a situation witch would pere 
heps never really bo encountered in regular operations, Tests of this 
type do havo specific valun for the rartieuler purpose for which de- 
signed but in sax respects may be ımfsir to the eamildate, 

Tho test ws ¿individual in nature, the candidate beinp confront- 
ed with the task af eonstrueting a fremo مس ات‎ by fitting torether 
certain rroseribod wooden piecos in a period of ten mimes. Ho was 
furmished two helpers who, wizwwn to the candidnte and to his nie 
fertuno, were morbors of the staff, They both did everything possthle 
to confuse oni hu$liate tho candidate in carrying out the instzoetions 
wich he cave then. 

The staff, of camrse, never orrected a cendidato to comicte the 
tesk. Although a considereble quantity of data wee collected on eno- 
tional stability the insight wich the staff hed concerning the ro» 
ectione to expect enabled them to evelunte certain losdership cali- 
tios by observing the vethods by which the cendidate attem-tec to cain 
cooperation from his helpers ond by the yersistenco he demonstrated in 
working towerd ccrpletion of the task, 
etal! realised tht in grown situations eirtlar to the Proek tort, in 
rich no lender wan appointed, only a Lirtted view of tho cantlicate’s 
ability es a leoder mo evelleble, It was peneralldy impoesthlo to 
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evalucte leadership ebility tn troso cendidates vo nover menaced 
to attetn such o position in those tests, A few cre rreblens, of 
weich the mined road is on exmmley wore created to cllow all in. 
vadusls FI oratıntty to emmmeise Iondershlr whe: given cutticrity. 
Preilminsry instructions fer this type problem vere rives to the 
Pou assembled at the problenm erea, They were told thet the crow 
wadld :articipate in a mrber of field problems in each af wich the 
ap would wet on a team vith a new mecber Zn the rele of the cesign~ 
ed leader for cvery problem, After a tricfim: seeaien on the rroblem 
the leader ms pleased a kio om resources in leading the grow: *hreugh 
its assigned mission. 4 typical briefing for the !ned Pozd uroblea 
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Situations of this type enabled the staff to reto losderchip by 

observing how well the appointed leader meinteined Iis position, the 
Which he dolegsted m:thority ang plemed end organised ideas, 

end His mbi ity to sur the grow) on to accomplisiment. ke tho situ- 
eticn chenged; as ho wea perleps fecod with feiliwe, the staff me 
eble to objectively dbserve in the assipned leader certein ;orsonml 
treats such as judgasent, discretion, loyalty, adaptability, ceciaien, 
yerelstenco, ete, wiich were exposed through his reaction to the 
probleme 

Dn Discussion 2emte-n Verbel Leaderlens Situation -Tho cise 
cussion tert provided & mecns for the cendidetes to dexnonstrate lead- 
ership ability in the verbal cituntion. Candidates wre assembled et 
a table and assigned a toplo for grow discussion. A typicel toric 
wes "iinet oro the major post war problems Facing the United States?" 
The final solution was to be thet on which met of the mexbers of the 
group could agree, however, the group wos cautioned that each men should 
be given the opportunity to exrrees his opinione Mear the end of tie 
period the ordmicn wis memed up and ene member of tho proupb delivered 
it to tho staff menbere who were cbearving from the other end of the 
TOO. 

Tha candidates wero rated on suoh factors as ability to rude 
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the group Tommi a definito poel, acceptance ol Isaderehip uy other 
mecbere, convincing mx! confident diecuocian of the topie, consider- 
etim Sor the rights of cthers in presenting their views, ability to 
sararize ont onivtein orisntetion of the group as it vrrogreseal through 
now ideas in tho Alscussim, 





alihan setet nimiles to the discussion tec’uviqua, offered c bet- 
ter opportimity for lesdergiáz, on e larger scale. In this situation 
tan entire grow wes divided into tws sectione ani given a question 
fer discuscion such es "het ere wo fighting for?" Sech section mas 
sent to a seperetoc room to ¡repare ite erguesents, aml to select e 
cimivem to organice tho discussion ani present its position, Lover» 
al merbera of the staff observed each tean during its preperntion fer 
the debate so that data cad be camille! on leadership in e manner 
sintler to that used in tho discussion toste 

Tho sotting for the debete wns strictly informal ard hard liquor 
was also made availaule with the idea of encouaging some al to nore 
reluctant candidates to enter the discussion. The eltuation ws fur- 
ther enhanced uy the debate coming at the end of the second dey allow 
img greeter freedon af scodinl interaction es a result of the group by 
tds time herin Locoue quite well sequainted with each other and their 
METEU LSe 
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mination موولمکممووا ومین شومه:‎ The mondnction tocimtque 
wao opplied during the third day cf OS8 essooscent. Yvery effort ms 
made to impress coch candidate with tho sericusness of the rating task 
ext the necessity that it be exerted with eamlete honesty. 

Dash canitidete me unisrod a metor lirt of clerm cuoetions 
ich were to be onewored by indfcating efter each cvection tho aig 
ed members of tho men to which, in the opinion of the rito, they ap» 
یه ملش‎ The cuntidate me not regdred to list the number of ang person 
om them be could not honestly rojovt. £ecring ves by mubor of chañess 
reaoived; it ms not fcund nececemry to choetisticnlly oxnlyso the 
Gete in order to uso it efvectively, Throe repregeriative quoctions 
used in the nonlmtion precohve ware: 





elso renired to wite five personality sketches on the Civo persone 
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ho had come to Inow best. Those sketches served several purposes with 
respect to both the writer and the candidate thoy interpreted, °? They 
gave an indication of the writer's ability to sige up othere correct- 

ly and served also as a test cf whether he tended, through projection, 

to attribute his om faults to cthers, They also funished a lesd 

as to why eons candidates vere accepted or rojected by their asncciates, 
ad indirectly detexined in some instances whether or not candidates 

wmd broken cover among thense ves. 

Ihe IMEI There wes no perticuler pattern osteblishel 
icr the interview technique epplied during tae 065 assesment. It 
usunlly came at the end of the tiirá day after ell ratings on the can- 
didate!s performance in previous situations had been completed, This 
gave the interviewer an opportunity to question each individual can- 
idete on points thst might appear doubtful in previous date. Lach 
intorviover ws on expert clinician and each had his om methods of 
developing the interview. In general, tho interview was started by 
placing the camlidate at his ease in cemferteble currouuxdings, defin- 
ing the purposo of tho interview, ond the conversation directed tomrd 
somo foataura in the mbject's history, militery record, or mmer of 
heesring about CES. Sone interviewers, however, purposely made the 
candidate unecnfartable, while still others edepted to new situations 
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croated by the candidate by doltborrtoly letting tnais riso to 
cbserva the candidate's reactions. Tho technique of tho assoscuent 
interview can be gummed up in the following quotations 5 





ameri then thet to a decree proportional 
to tho exqerience al al of the the intove 
۱ E y flevd- 
a half hors the candidate 





84 وم‎ Sereenkby: Coure for tho rurposo of pereeming enlirted cendi- 
dates fcr comission wes ostablished et Tho Basie School, terine Corpa 
Sehools during the sumer of 1949 end repeated again during 1950. The 
teelrriquer cof assesment were similar to those employed by the 085 
during World Ter IT but the course lasted four weeks rather then tines 
darn. Tichty-six cendidates perticipoted in the 1950 course fron which 
fifty-one vere finally seloctcd to cttend the 7th Pasie Clesse, 

Tho esseesor prop consisted of selected line officers frou The 
Basie School steff ond a tean of paychistrists aml peychologiots fran 













Cees The Basic School itr. to Cormmanient of the م:دعلا‎ 
و12‎ Atd 22 hurust 1970, C.0., The Dacia School itr. to 
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the Bureau cf Medicine end Surgery, U. 5. Navy. The group of oiphty- 
six cendícctos me organized into five poupo, caeh wder mn esperl. 
enced Line officer who roteted to a new group each wok, The team 
of nedico-paychologists administered even paper-pencil pzychologi- 
eal tests ami in sdd%tion spent me fll day with each of the five 
groups dim woieh they imterviewed each candidate snd administered 
tho Rerschech end the Thematic Arpereertion Tests, The renkings de- 
termined by the team from the Pumeau of Medicine end Surpery vere ro- 
ported senerately from those made by the line officers ami wre chiof- 
ly used for purpose of further research by theo Bureau in the Meld of 
lee@erchip evaluation. Ranking by line officers nt the end of tho 
four week course were wed to solect the candidates fcr entry 0 
The Beste School. These line officers banod their aesesment uren tha 
leaderstip qualities displayed by the candidates whlle pertieirating 
in structured field problems, extemporeneous speachos, group discussion, 
results of sociasetrie questionafres, and other technique sinilrr to 
those used by the 085. 

At thts early date there is no statistien?) study avalleble on the 
remilts of the soreening course just discussed, Ceneral ccrmerison 
of ronking by the nodico=paycholorical team ani the line officers, on 
cert for a few instances, showed little sirúlerity, To the bost of 
the writer! s knowledge a criterion has not been established against 
wich seronnine rerults can be validated. In the sbseneo of cwch a 
eritarion the only remaining reamme of the essesement procediro 18 





the canlidnte!g londershäp standing upon exmletion of The Naeic 
Schoal, The writer corpiled percentile siendincs in finel leadership 
rer for this crop of fifty (ono decozsod dming mhocl tem) can 
@idates vho completed The Beste School in ereh 1959.. The percentále 
stendingo in a clnss که‎ 2:0 shonmed tho follovw'ng results: 


56.8% stood at or above the 75th percentile 
8,238 stood et or above the 50th rorcentile 
9.8 ctcod et or below the 40th pereentile 
7.55 stool at or below the 30th percentile, 


in addition to these very Sevorable :orcentile stendíngo the 
meder ons ran fron the Officer Candidates Screening Carpe we also 
rated maber one in leadership stealing in the 7th Basle Class, 
Whether cr not a "halo effeet" carryover existed in leadership mark. 
ing from the screening course to The Dagle School is difficult to de- 
termine, however mich a altuntion is mite rossible, It shoud also 
be remacbered tint the enlisted candidates processed tiragh tl» secerom- 
ang course had certein initiel ndventeges of service experience which 
might hove some effect on tlefir leadership standing over the relative- 
ly abort chservation ;eriod while in The Desic Seiwal,. Temüts of 
the sociomotrie quostiansire advinisterad on tires different occastons 
in oech platoon dwing The Basie School corse is enotnex fuctor, how 
evor, which adds to the threeds of evidenco Inilerting superior leaden- 
&ehip ality in the group selected by the screoning courso, This group 
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emtimmily received reletivoly high rankings in those questionsires. 
The evidence cvelloble ca:mot be considered as conclusive proof 
of the efficiency of the screening process. A better criterion is 
Gesireble~-uncer the cireumetences there is no way of knowing how well 
the unselected candidates micht have done if allowed to attend The 





CHAPTER 111 


LEADERSHIP EVALUATION AND TFAINDG AT TIE BASIC SCHOOL 
(AUGUST 1945 TO FEBTURY 1947) 


Goncrale--0f/icer Basic Training in the Merine Corpa during World 
Wes II placed emphasis on tho assessment fonturos of leadership evalu- 
ation end training. As the war progressod and the quality of tho cen- 
didotes decreased the impertence of effective evaluation Increcsed. 
The effort to maintain the quality of Moríno Corps junior officers 
resulted in eweptionally hich attrition from the Flatoon Comaniers 
Sehool during 1945 and 1946. The mmber of unsatisfactory students 
brought before rotention review boerde created extensive problems for 
those boerds to enslyze velidly en uncoordinated me of report chite 
written on tho cendidates during their participation in the training 
yrogren, Dn tho majority of cases the reports were vague and subjective- 
ly qualitative, offering practically no real picture of the candidates 
ability on any etendardized ponle. fNealiable fumetioning as a monber of 
a review board under these circumstances required tho judgnent of a 
Solomon. 

Ferhens, ct first glonce, the problem ray appeer to be a simile 
onê. It mist be reueubered however, that tho training program during 
this perio? imwüved eight ctuient bettalions, seck consisting o? ap- 
prescinately 300 ctulents, and each remaining in resifence for the brief 
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poriod of sixteen weeks. It wes obvious that somo neens of rtanüord- 
iaation had to be injected into the evelucting aystem in order to in- 
curo a degree of ccnaisteny in the essessment of canmiidates fran tho 
several battalions ani to give the review boards more organized end 

concrete information on which to bese their judgment. The procedure 
deaigned to provide greater organimtion ef deta sni noro quantitative 
determination of retings will be discussed in sone detail in tho re- 
meinder of thie chapter, The system es established by no meens fur- 
nighed all the senswere and cortcinly fron a scientiíio point of vieu 
needs ruch inprovement. It represented no mejor chenges in princi- 

plo fron the previous system. Ih many recpects it ws perhaps quito 
unw*eldy aa exmeuted and the effort required to administer it ws at 
times resented by a few members cf the assessment etaffs. Effective 
ensesament camot be obteined without effort however, emi this we 

perheps a normal reaction to a major modification in procodiros. In 
exy owent a seles end training progres wes very helpful in reducing 

tbe problem. In Chapter IV the writer will offer statistics fron a 

follow-up study based upon class leadership records and later recards 
of porformenes on the job following graduetion fer stuients evalust- 
ed uxier the ysta, The writer is of tho opinion thet there is maeh 
that cen be offered ín ewport of such a mmorical system, particue 

227 if one of the objectives requires that a linecl ranking bo ac- 
eceylished for a lerge group. The fineness to which mmerical pooros 
em be cesigned is, of course, open to debate and will undoubtedly 
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be affected by the type of testin- to be included. 

Zhe Lesderguip Steff.--Durinr the majar pert of the period in 
question leadership evaluation wng conducted by a mteff orgenised ou 
m eecl-regimental basin, The officer-in-chargo of the student reci- 
menit held the rank of Lieutenant Colonel and was firnished one offi~- 
cer assistant, a rogimental Sergeant Major, and limited clerical assist- 
ense for record purposes. fiis primary purpose wa to supervise ond 
cocrdinste the entire assessment procrem, 

Lach of the eight student battalions ws supervised by a staff 
consisting of the officer-in-charge with renk of Major, en exocutivo 
offleer, ami a battalion Sergeant Major with limited clericcl سوتنووی‎ 
perviaing the assesment procedures beinc conducted by the commany end 
platoon officers. In addition the battalion steff ws rospensíble 
for the interne] edministretion of the students on ite rolls, end 
their com lience with en emecdingly close schedule of clesces, field 
problema, end drills, on tim, in the proper vnifora, and with the 
necessery equipment. A11 batialion comenders fama it moet desir- 
able to take an active pert in observing end reporting on borderline 
estaients og the correctnese of final assessments wn their rogponsi- 
bility. Their spere time ms usually teken up in eanecling inter- 

There were normally three companies in each student bettelíon, 
It was the responsibility of ench eompoery conrender to supervise and 
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assist tie platoon lenders cf hile com ey in their assesment cuties. 
Esch company commander took on ective rart in observing and report- 
ing on ihe students in hie capeny in edition to cortrellin: the esaign- 
ment of students to leaiership jobs, ccordinsting evrriculim activi- 
tdos, onl supervising internel compeny ettinistration. 

The rlatoen leader wes tho key to the entire progrem. Ibs euc- 
cers was very much depemient on the interest, entimelam, and Loyelty 
displayed by the pletoen leader in carrying out the nesesement proceed- 
wos, Ho was primarily responsible that en secwate end ٥ 
file wea maintained on eech ctulent assigned to hin. It was hie duty 
leader uewally supervised fron 25 to 3 ctudents ant wo a very busy 
men near the end of eech zrading period. 

Last of tne متس‎ sixteen wecks of rugged basic 
tratning provided for ‘n the curriculum involved numerous but uninten- 
tionsl herdslips and frustrutions for sone of the students. For this 
to eliminate confusion and start the student off in a receptive frema 
of mind. Eech new student group wes not et the trin by its bottelion 
steff on the maming of urrivel, The berracks area, previously placed 
in order by the staff, was 211 ready to recelve the new cendidetes 
after they hed parteken ef a hearty breekfast. A fromshly-oade bmk 
comete with namo teg, assahled field endyment, rerscnal locker, 
and a footlocker full of textbooks was ready for each new candidate, 
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Tho firet day was generally devoted to the completion of remain 
ing edrinietrative deteils euch es clothing lesues, personal history 
quontiqnaires, orientetion by the &ehool Comonding Officer, end got- 
ting acquainted with the progren end his pintoon leader, 


LORI reine 


QbiectiwR.--The nain endecvor of the leadership section during 
tho sixteen week training period ms to assist tho condidote in recog- 
nising the strength er weelmecs of certain inherent trette which he 
possessed, and through correction, arientetion, guidance, interview, 
and example to ald him in developing his leadership culities to a 
nection degree commensurate with his capacity, Evaluation wes bused 
etwietly on the trait approach) however, the demonstrated traits were 
meagured in simulated real-life situations structured for training 
purposer,. 
duty esciprents ranging from squad leader to battullon commanler in 
Student apsigments were chenged daily in en effort to give oech piu- 
dent an oprertwiity to perform in varlous poritions end levels of commend 
regoencibility. Although most field problems vere seri-structured eech 
student carried the authority essential to his position ex wes (1ven 
considerable discretionary powers for plenning end executing decisions 
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pertinent to his phase in a problem, Throughout the treining progran 
osch student ws observed and ecored en the trcits of leadership he 
displayed while perticinatiug in the activities both as e leader end 
a follower, In addition to providing a means fer the students to do- 
remstreate loedership potential eech duty essicoment pve hin the op- 
portimity te leern hy deing. Principles learned in the cleesrom 
emld be aprited to quasi real-life situntions, 

extensively as a training meeng to advice and guide the ebert in 
devaloping or ecrrecting demmstreted cheracteristica, Interviews 
wee comincted ¡rimerily by the responsible piatom lceder but vere 
closely supervised by battelion end camper comeniers who wre cise 
available far follow-up interviews œw questionable casos. Interviews 
were conducted once every two "ecl (reling period as precticabic, 
The tiro factor limited the extent to which each student could rerti- 
eipate bevever, axl the derends of owaluetion required rost coocentre- 
tim on borderline end wasstlefactery cases. 

During the interview the student ms briefed on the content of 
his aesesemunt record. Evidence cf goul leadership perferrene receive 
ed appromcinte recognition. Those arees wherein essessmont indicated 
a welnoss were stressed end tho gter ves counseled o5 the best ap» 
proach he might take to imrrove himgelf cr to bnlenee his vealmoas by 
more effective application of his strong traits. If the student hare 
bored any grievance with the training program end the oxisting condt~ 
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tiae tho interview wes an exellent medium through wiieh they cada 
be relengoz. In this sitution the leadersh?: problem wea reversed 
ong it was the escessors chenee to acturliy demonstrate rood leader- 
ship teelmiques by succesefiy re-orienting the stuient!s ettitudeo 
in a mero cocrerntive direction, 

Fecamıltion by the student that he personally neeied to Improve 
in leadership ws ueually à difficult decís!on for him to acert. 
May students took om emtaroristic arrroach and it ws manstires dif. 
fimt to change their attitude into ome of cooperation and en enileave 
a to incrove. 
sibjeete during Verla Ter II kent ecndenic leadership instruction from 
its arpropriate pisee in on elivedy conwentrated ewrieulım. “ho need 
for sch a courso cf instruction becane vory apparent however, cs the 
scmeo of cf{ficer candidates was strained, The altusticnel opportun- 
Sty fov n condidate to practico leadership we inherent in the estehltsh 
۵6 progres and it wog roascnably eamy to Cotermine from observation 
those cendidates tho poscesved ct least the basie factors of effective 
intelligence axl other traits necessary to carry then tUinough nest proge 
tisal situations. Forheps, however, 1f the prinefples of prectical 
leadership wore taught in the elassroan many candidates, who nicht bo 
termed "alow starters," could be trained to recognise em correct thoir 
deficiencies more quickly through a better understanding of beste epe 
plied psyohology es related to the social interactions involved in the 
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leadership act. A besic leadership course featuring instruction core 
ering the rractical lenderahip factora and a serios of case problens 
for the student to solve through aprlication cf the principles learn 
ed ms included 1n the ecurriculwm during the spring of 19464. There 
18 no informetion available on the affect this course had, if any, om 
leadership treining. Unfertunately the einssen fron which data were 
ed too serly to partletrate in the lendershin course thereby rreclud- 
imc statistical conclusions. 


Mechanics of the Tvalue tion Syctes 


Gaperel.--is already indicuted the eveluation system Included 
ecextain ¡rocediros by mens of which esesssors atterpted to dotermine 
whether ec not students ctiending officer baste training pesaessed the 
necegsery traits of leadership in the degree considered desirable far 
jerhsps solected vith little scientific consideration, but which, 
none-the-less, vero believed, through experience end practice, to be 
agaceiate’ with leadership, These traits or qualities consisted of 
nel items as etittudo, attention to duty, cooyerction, initiative, 
farce, command presence, juigaartt, emi intelligence, The students 
leadersitip grade ms besed on Individuel trait scores assigned by the 
assegaing steif when evalunting ceomstrated perforacme. 











verd icining a mises of assesseent data prerered by a large muber 
of raters حی‎ each stulent. The battalion cotmender controlled stu- 
dest leadershin assignments ap wll as the employment of the ceseso- 
ars. Considerable effert uns mode to frmre a pir Ustetintio of 
eanirements anee the shrlents for roenona of the training fentemea 
trrralwed, however, effective eveluction meny tines dictetod thet cere 
tefn otivierts be pieced in seocifis duiios ín orde to obtain merpat- 
ine evidance m rrevicusly sseersed factors, Wherever evidenco imi- 
Gated cuestioebhle traits in b cient addttionel aenestorn TO cosign~ 
68 to confirm er dimrore tho comites., fAcotertic staff morhore also 
perticipabcd se neeesecrs during Meld reeblers which they conducted, 
Althea) every shvlert me net contimovely cerferming tn p hay 
roeitien of ctectumed problecs his reactions denonstratad in nonl 
day to dey social imtercovros with hie classnctes wers umrliy mato 
4eations fron this source ne well np the dosim ate lay. 
ed to coorercts with asscetntes in routine berracke ec 
pednbenanoe proved velmble tn worin intirtdval cherroterisiles, 
Apecsmect scores wre simitted on three tyron ol rrureto! “oras 
iteh coma be cormmtertly cerriad An tha pocbot, Tach form we و‎ 
موم‎ to met the needs of the بجی‎ -ecfereance being dewnctrat- 
04, Borns for zeseseinn leaden rerfermnce In Meld problens pree 
vided the nezeeser mm omeriamity to score each of the traits covered 
by tko motom, The trefts wore erpenined mier tres rajar ۸ 
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attitude, troop leading, and intelligence, with a box for the eseigi- 
ed trait secre and c space for e supporting description of the per- 
formance. Close orler drill assessment forme incluied data pertin- 
ent to jerformace in that area. i. general observation chit we elso 
provided to wet iho needs of o multitude of metructured situtions. 
It was intended primmrily as an essay report form for general purposes 
so no provision we pade for scaring specific traits. Tle assessor 
was roquáxed to inlicate the mit or traits he mo evelucting in this 
came cloa; with the scores uesigued, Scores fron the eecessnciut ite 
par” forms were posted periodically on en evaluetion chart, the mee 
@hanies که‎ whieh will Le discussed later, 

fiticugh ceorezesenoss la ¡reparcilon we ovservad an oocuslons 
it wee kept io a minumum نان لا‎ conciami sujervásion emd coniurenes 
in reguerd to the problews of eveluction wilch faced tho 2 

The Evaluation Gharie--The evaluction clut as ite naw im lies 
ws a Terma on wileh individuel treit scores were posted lor evalu lion 
purposos,s ıt mas designed to provide e vechanicel ming by wich 
aeeoeaaet scores could be compiled مه‎ a weighted basis into an overs 
all leaderslip grade. A sample of the evaluation chart with an actual 
eam recorded ig mom in figuro i. 
aese: atiitude, troop leading, and intelligence. Severel of the 
trate wore facters comsidered to be specifie anil appropriate to nore 
then ono eree; note the placement of initiative under both attitule 











STUDENT LEADCHSHIP LVALUATION CHANT--THE BASIC SCHOOL 


NAME DR, SEN . me مہ‎ à Co. ای‎ BSC. lA Marina, گا‎ 5, Pl. Ldr. 
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exfl trocp lesing, et Jullerent ister troop lending end rollins, 
The tmtclligenee fector ms syyoseily tnfluenced by effective imelli- 
genee demenctreted by ccol fuüement 1n hom lfsn eltuetions favelvtine 
social Interectíon ond by denenstrated echtevenent (rertolie sentecte 
morg) tn نکمم‎ courses, An enseerent rerat, toreforme, reflcet- 
lag mars in both 2nitirtiro my! fulgent richt, deronding on the per- 
formance involved, very vell be posted fn errropriate columa of al) 
timoe mejor erces. 

Cch healings fræ left to right on the eveluction chert verse. 
emiad th: chit mrber, the nımılng tatel on the mmber of chito ree 
celled, the orate ssaimed by ered chit, of no mmming total of the 
aecignod crefes. lLesferchtp scores were cumilctive, ol] cits for 
each preis; partei being retold fn the op-rerriate colwms an! to 
emenî poore for each trait determined vy dividin the rymning totel 
greke by the totel imber cf chits recomiel !n the tra?t ealiom, #2 
sears for coach af the tiree awas ws the overage of the treit scores 
the tiree major eres scores wichted es follows: scttitule wt, 3, 
troop loading wt. 5, amd intelligence vt, 2, The 296100۵4 ۵ 
were arrived ct by considering tio recommentotione cf experienced lit- 
rine cffiecers whore Juignent vas respected, ‘The critieel or pnsufnc 
score for lendersiiip eveluction me ostebliched ct 7%. Fige» Ii 
repeesents the front side of the stulent record cerd on wich a pa~ 
menont record of tho student's f'nel leocership ovelustion ores vere 


". 


>> 





II SANS 


AA 
> 


89 ہ8 ده هه مه م۲ څً 
۰ 1868168 





WSN 3۵ 


secep ^» ep faf 





: ۵ 19م‎ suog} puo) JDA Jepun 'z 


J vemebou,‏ )6°34( ۲۲۵۱6۲ ۲ ده )7°39( ۲۶۶۵ KOL‏ مي 
ER epniviiy jo ebuseay :ebo1eay 6213811032010) dTysiepoe] °‏ 


i (sebo1eay esinooqnc eboieay) 
sboieay >Ymeposy د‎ 


80۲۱25 ۲۲04۵۷ 6 

0 ۵060۰] `D 

eboseay) JONIDITTUNI‏ ۲۲۵ د) 
^p‏ ]۲ ۲۱0۲۱ ۰۶ 

13uemebpu[ *> 

05 2۵01 و‎ 0۵۵۵ *q 

09103] 0 

















(P'2'q'o ۰۵۵2۸۷ ( 5NIGYTI dOOMI 
eayyorıjuy °2 

80۲2۱010000 *q 

Ayng 03 voy, ۱۵۱۱۷۲ ^D 

(9'Q'» ebo1eay) 3ORLILIY 
sseuryy yooyedud 















— 6,۶1 52| 2/3۶ 2 | ہ 
T. wo e vo lo Ser a‏ 
ur” Blllo sq uon sine:‏ تیدا er larl e‏ 
یا سے e‏ م |هج | <ه | و و 

Ra | o8 oe o صا‎ LIA pepueiiy ebe[[o) 
- 57|B5*|5 z ala pe 110% 
A ۰ 









“WOW 


1 "a 
۳ ہے‎ TAYN 
- 


ka 
i 








ssD[) [ooqoc 31508 PRE (3402 3) 
TOOHDS ۵15۷9 1 
0۷۷۵ 80800311 ۷ 





&3 


recorded fer file. This example wos preparel fron an actual case ro- 
corde 


¿he om el Pevies 


Deficient caniidates were protected against posaible uelfumction- 
ing of the evaluation procedures by having their cesos reviewed by a 
board of three Meld officers corvened by the Commending Cíficor of 
the school at midterm and just prior to the greduutio of each clase. 

The mission essigned tho board was to investigate the mie ad 
gupporting reeards of cach deficient exxlidate appeering before it in 
order to determines woether each candidate will (1) contime rith hig 
class (2) be turned back to a later class for further instruction (3) 
be dropped as a candidate (in the case of enlisted stulents) (4) be 
recommended for reveletion of commission (in the case of officer stu- 
Gents, 

In arriving at its conclusions tho boerd wes authorised to inter 
view any or all of the assessors involved and to question tho candidate 
in regard to any feature which might eid in determining the cause af 
grades vhenever deemed aprrorvriate. It we directed to give mocial 
conciYerntion to the Improvement fector whenever deficiencies in char- 
acteristics were considered susceptible to correction with experience, 
rather then e fundamental defect of character. 





Êh 


The report of the board when submitted to the convening author= 
ity contained a brief resume on oach case with pertinent recommendations 
for its disposal, 

In all cases final authority rested with the convening authority 
unless no33fled by higher heedquartersa, 


Lan Aes lng the Soten SE EI 


Goncrade=="Mmorous linitesione were syperent in the leadership 
evaluctlon system as developed. In some respects the record leering 
proved too comlicated end detailed to be handled effectively by the 
platoon leaders in addition tc their elrosty extensive duties c? ob- 
serving, interviewing, and cu orvising the studente. A statisticel 
section on the regimentel loaderrhip staff for the specific purpose 
of rosting and evaluating tho assessment deta would have bean deal 
ehle, There is moh work attached to any aysten af personnel evalue- 
tion however, end purely mechanical problema of this nature can alwys 
be reduced 1f the job is sufficiently importent, In addition to these 
nechanicel preblems the systen was also troubled with some of tho pey- 
ehalogical limitations usually inherent in most asessement procecurede 
Limitations of ths latter type depose variables that influence the 
ralisbility af measurement end must be reduced to a rinimas in order 
to prodwe results that are better than chance. 4 fow of thoso línita- 
tions which affected the syaten unier discussion will be reviewed brief- 
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ly in the following peragraphs. 

Ihe Dater,--Assosswent of personnel is a epecialized duty that 
in the bagio principles of psychological mceurenent. In most in 
stamen it was posaille to accept or roject line officers far tho 
lonlorghip staff on the besis of leadership experience emi ability 
a6 indicated ir their recom of Meld yerformenee, It in quito ue 
idiely however that many of thoso mveilsble would have possessod the 
desired peyciolocical training if such had boon nse a prerequisite 

Te ie only fair to state thot in most cesos tho officers csoign- 
ed to the leaderakip staff functioned with e great doal of interest end 
aifficeult to perform properly than most had over befare axperlemed,. 

in retrospect it appears thst vary little consideratio wos piven 
te awiyuing the requirements cf the duty in order to prepare ¡toper 
men enecifientione an which to bage tho eolectien snd anstrmmert. af 
essossor pervanmel, 

The limitation imposed by the assignment of inesrerienced ascose- 
era me reduced to sone extent through steff conferences directed to- 
werd ooisbine out same of the asscsment problems, smi by supervised 
on-the-job treining. The effeotiveness of mach methods mas limited 
beesuse not ome member of the ctaff bad any becokcround training in the 
principles of scientific mreammonont. 





ihe Patne Pygtaga--tacosssent of porformence based primerily on 
the trait approseh to leadership evaluation yields very evbjective 
information on the enndidete, The sesessed score tenia to de influ- 
enced by the minion and attitude af the ¿ndividuel reter at the tim 
he meles hic observation, Ctor’smis cf eecepted performance vero never 
established in witing for each of the situntional ;roblems cxi conse- 
quently esessguanmt arene raters within bettelions, eni port4culerly 
between raters of different bettalíons, wen bound to vary. Pol lab. 
ity of rating wuld peeatbly hevo imreved Lf acceptable perforzance 
in cash of the lomlership problems covld beve been stendardisel for 
purposes of rating performace. 

There weg alao e tondency for aecalextio ability to influomco asseas- 
mont during structured Meld probleme. It in perhaps not desirable te 
sererote leaderduin ensesewert entirely from the ability to apply ata- 
Gextc rrincintes; nowe-the-loss subjective assesamont of traits dest. 
sirated in 4 structured situntion tendo to be influenced by tho stu- 
dart? a Inoriledge ent arnlication of tactical principles, 

4 broad eoncest of the factors associated with leadership indi- 
eater cortein limitations to the exclusive use of the trait sprrosch. 
£iturtiona crected during tho sixteen wek treining peried provide 
mmerow crrrenches from which to reamre the many fhetors of Leades~ 
dér., By concentrating on tho trait approach tho system foiiod to 
specifically assesa the stulent's ability to cwrcise the emcutive 
functions of planning, erernizing, end cortrollíng. It elso filed 
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Ganemlenni ayeten cf persemel enduction ie of Little yolue 
es a sclorbific ingtzunent unless 3t is capahle of meowuring Lo a 
reasonable degrees thet which 34 pueperts to memre, Tine tho cosest- 
rent procahwes discussed in Chapter ITI are of Uttle rometicen". وتم‎ 
wleso 3% cra bo demonstrated tmt they possess ruíficiert validity te 
malo then usef as prodietere of leedership ability. In order to 
gain woostanse Sy the coudidate being eveluated it 12 destreblo that 
such prccedures possoeg a certain degree of [coo wilidity. ‘cro in» 
portant however, is the need for enplrica’ velidity, e rolatimetn, 
exresssel on a comimam fron sime one through sro to plue 010, VO» 
tween assosved capscity end leter dexaustretel ability as inlicated 
through perforvance necmmred by some oclected criterion. A pesttive 
validity ccefflcint will be obtetned when those who score hich dun 
ing cesosecort clso score ivigh in tho eríterion measure. ۸ negative 
low 1n the criterion or vice verso. The statistics] stuly ¡rooaried 
in this charter as indertelken to determine the reletionaifp, If cm 
thet exista between the leaderdup evaluation scores voce! ved by ste 
dents during offieer besic training on leter üeronstepted loosergdhip 
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predictors مد‎ thet caxparien could be mede c^ the res is, 

Douccgeniaate- criterion mey be congidered an a‏ منعصتنجہ” 
.ده porfurumpoo room T9 used cs 1 cienderd 1n eveluctinz other‏ 
جو requisite to ay reseerch‏ له Au oscepiatle criteria: is a‏ 
papom el Covuleriac sictistienl data intento to‏ ولا contucted fur‏ 
influence acecitance co rejection of varirbles tn a porsomol :rocrem.‏ 
fbeolutely elequte criteria are net clyeys resdily eveilable; mow-‏ 
times it takes a period ef yuors omi a camber of experimentel stullee‏ 
before really useopteble criterin em be Jeveloped. The use cf loss‏ 
criteria may bo neccosury under these cirewaslences in are‏ لت تمه 
Gar to promote at loagt initial progress ani develomwnt in persamel.‏ 
In Geveloping tin best evcilieble criterion fer on exist-‏ ٥ه‏ ٥ه‏ مه ژ 
ing situation the rencarcher must usuriiy study tho arens of perfon-‏ 
emo to be 2ineluded sni seloct tioso fueturs which givo tm best art“‏ 
deneo of vatisiying the standards orlinarily applied to paycixelogies]‏ 
secsulng Instruments, In sceamlishing Uris he my atten bo fnfiu-‏ 
enped Ly the tis fuetor in selecting a criterion Wich fu ede ln‏ 
ly available in ater that the study my procress,‏ 

Thermo axe xoe standard elemackeicticu desizails in an accertable 
eviterien, Tirgt, ít must be pertinent to tho job for wich wredllution 
was made and should include all of the significant aspects of verform 
ewe, Socal, it must bo cuyeble of disexininnting connisterly bee 
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tren diferent levels of performance. Third, 1+ met discriminato 
renmweable differences betwen individuals, groupe, or situctious 
wich can be readily comered. 

In ater that a criterion be pertinent to the performenee bakıy 
stiited it must evaluate only those qualities wuch ere relevant to 
Successful rerformnee. For emule, although a rating on bow woll 
a um gets along with his wife might prove useful as a predictor of 
lendership ability 1t would be irrelevwrt es a criterion measure for 
esconsing thot rerson's actuel como to lead troops, [Ixizwecus 
veriablos not strictly bearing on job perforzeneo should bo exnlulod 
from tho criterion salected, On iho cio hend the criterion should 
monsure a mifficient matber of factors to insure co rehensive cover- 
ago of the performance being eveluntod. Whether or not a criteria: 
em be coneidered valid will deye to a pront extent on iho oorroo 
to which tbe factors of pertinence and eeqrehensivesess ere ¡amis 
in developing an original criterion thie is usually a matter of julg- 
ment. Devolorcenmt of criterion reneures which are pertinent, corpre- 
hensive, emi eceevteble to all interested parties generally requires 
cureívl óefinition of the eres within which performance is to bo magm- 
ed, cmd the recuetion of extrancsous warinbles to a nimimm, 

à criterion thet discriminates betwee various lovele of perfarm 
ance must iniicete, to a miiafaetory degree, the diiferences in Ail- 
ity tnt ecist between the Individuales wicee ;erfarmence ig DOUG DOGM 
ed. Iniividunl differences in ability cre known to eedst anon; veople 
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end fron a aufficiently large semle the distribution of succese will 
generally follow a normal frequency curve. Vhatever the neasuring 
tecimique may be, if it 1s fimetioning effectively, it 1s reasonsblo 
to expect that the date it Nenishes will distribute the personnel 
being evaluated along a simni!sv curve. If for omple, then using a 
upper LO cr 20 pereent it is evident thet the receuring Instrument 
lacks the ability to discriminate, A mesuring instrument mey bo sen- 
altiva in discriminating betwen categories of success yet to oo affected 
by chance errors cus to inconsistency uit tho scores 1t rroducec ere 
uscless. Theos chance errors may eriso from veriatims in tim indie 
viduel being measured, or the measuring and scaring procedures. If 
however, a criteria 41s reliable the effect of chance error on its 
power al discrimination will be reduced to a mintar. 

Very personnel yrecedures involve comerisons to be مهه مهد‎ 
different tines ar under different situations. In ander to compare 
individuels wrler there coniitions the reaguring instruments must 
possess a minple vet of reference meaninge wrieh can be eppliod to 
tbe oscenenent of rerformenoe. The variables used rust be stenderdim- 
۵ه‎ ag to meaning end interpretation regesiless of the individirtls bo- 
ing neamred, the croup to which he belongs, or the tost or rater evel- 
uating his rerformance. 
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edgoa the wilecirable fectures of ratings then used es criteria how- 

ever, cirempiences df tim ax the scope of thin paper prevented addi- 
tiol research in establishing a noro specific measme of leadership. 
The performance ex;octod of junior officers on the job involves many 

feceta of aecess. Until ease miltiple erliterion of the epeeific per- 
farcenees ossociotel with suücoosstul leadership is developed the ap- 

proach to en eccepiaLle criterion must therefore Le general in nature 
end Wi probably reflect subjective ecceptame or rejection of gen- 

eval ability by the rater. 

Tho fitness report foam in effect during the period covered in 
this study reflected the Linitod trait approseh to nesguring losdere 
ddp ability. Unfortunstely, due pertly to this eppraech, tho repert 
ia extronely genorel ¿a nature and only indirectly pertinent to leed- 
evsitlp es mich. By roeson af this gmeszl errroach it is pechope elso 
mere comuntehensive than is desirablo if the prediction of leederaiulp 
alone 16 copocted, 

Titness report ratings ace only reesonably successit in meting 
the standards of eormerability desired in ea criterion mesure, Thoerot- 
ically meoaking they provide the necessary single set of reference 
meentngs by virtue of instructions promilgated for their rreverstion, 
Fron a practicel voint of view hover, there ia no definite rante 
swe thet all raters will interpret the instructions in the seme manner, 
Even thourh the instructors rroperiy interpreted the definitions ani 
inotrvetions other variations exh es (1) opportunity for cbeorvation, 
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(2) individual standards applied to observation, and (3) ability of 
the judges to make desired discriminations all operate to influence 
comperability stendards. An attempt was nade to minimise non- 
comparability for the eriterion of this stuly by averaging ratings 
fron a minima of threo reporting officers in cech case. 

In view of the fect that the other stenderds to be mat by an 
secopteblo criterion 1g a stetistical concert, thet qelity of dis. 
erimination will be determined end disevssed in the peragrephs on ste- 
tistical analyein, 

The fitness report dete sheet used to record pertinent extracts 
fron individul fitness reports on each caso included in this study 
ip shem by figwwe 111, The forn contains only those itons fron the 
fitness report which indicated any measurement of leadership or success 
on the job, Tt is mbdivided into fom major categories with rosaib] 
neximm scores cs follows: rerfarmence of duty (5), personel. traits 
(5), commanding officer's preference (4), and general velue to the 
serrice (5). The total score for ony me fitness revert ms the Mmi- 
mation of the for category scores and could not emead nineteen. Ex 
tracts from the Nitness reports in each case were trensrosed on mmer- 
deel scovos assigned in the relationships iniicated by the mmbers 
headirg each cohem of the first two eategaries and the merbers related 
to each description in the last tw, Finel criteria scares in each 
estegory, incluiinc the summation score, sere obtained by everacing 
peperate scores frou the fitness reports recorded in the ense of eech 








FITNESS REPORT DATA SHEET 


NAME: Period to 








PERFORNANCE OF DUTY 


Regular Duties 
Administrative Duties 
Executive Duties 
Handiing Enlisted Nea 


Training Troops 


PEHSONAL TRAITS 


Military Bearing and Neatness 
Attentiom to Duty 

Cooperation 

Initictive 

Intelligence 


Judgement and Common Sense 





Force 
Leadership 
Loyalty 
AVERAGE TRAIT SCORE: 
Preference: 1. Not to have. 2, Willing 3. Glad 


Average Performance Score: 


4۹. 000118 — — 


General Value to Service: 
0. Unsatisfactory 3. Very Good 


1. Fair 4. Excellent 


AAA A A — .کس‎ 





2. Good 5. Outetanding 





Average General Value Score: 


Susmatjon of Criterion Score: 


Performance . c o 
Traite C C ————— 
Preference _ — 
Gen. Value مت‎ 


Total Score: _ — 


Reporting Officer: 


Figure 1 





in®vicvel, 
Cuco oxtrenecus verisbles the ecilectím of criterion ésta ms con- 
duetel in ascordenes sith tho folloríng emditionos 

lo Lt least three and not mare then four fitneso rerata on eech 
sdojost wore used in cagruting final critoríam velues, 

All criterion data wore obteined fra: fitmess reports sub-‏ د 
mitted on performance whieh comered dicing the period of not less than‏ 
ome nor move then three mara following graduation frem besic officer‏ 
weinige‏ 

2. 730% xoro then one report wen selected fron ayy me rerorting 
ottico: » 

4e Caly those reperts covering a receomeble period of observation 

^. Wherever precticable the rank end eyorienco of the reter wro 
considered in polecting the reporta to be used. 


AAA A AS 


GU ALa--:De reader must bo ezutioned in studying this intere 
pretation cf ststisticel anlymis to keep in mind two factors of con- 
síderable impertanco. First, thet the rew dete for this stuly wora ob- 
tnined by samling methods witch collected informotion on aveilable 
casos ef gradmtes who stood witkin the wrer, middle, cul lowr 1% 
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of five feet officer bamic tenining clasces, sach ranked ستح همه‎ 
ing to Loader evelusiicn scores, Infarmtio ecepfled tn Memes 
V, VI, VII, VIII, anf IX is organised in accordance wtth the scing 
arcas an? oach ares contains coses from each of the five student closses. 
Second, a posetble trend vili bo noted in reri to relationships be- 
tween CCT scares, academic mverege ond leadecoin for each of the 

eee groupings hevever, 1% 15 rertupe wraise to cttech too moh sige 
nitiesnms to these results bocause of tho ml meber of cesos for 
meh CCT data vero cvciloble sui the negative critienl ratlos dotan» 
mined for CCT ecores in figure VI, 

Sempling involved tho selection of eases fron the severel classes 
vote then one for two major reesaus. First, the sopercte clagses 
during tho period covered mors gonerelly too ssell to furnish e mf- 
[ielent mrber of caseg in what eati be considered the extremos ani 
cu growinge, Second, it wos necessary that the area of selection 
be largo enough to essure that an adequate exowit of criterion data 
ing greiuntion, Ono advantage perhaps accrued fren Unis procedure in 
thet loadersiiip eveluetion secres wore cbtained fra: a mmber of 
assessor (Tope thereby cfforing yaediction males representative of 
the everego eysluantíon stoncorde rother than the standenda of a secife 
nisd, to saw degrec, the offoct of the factor af rating reliability 
es it might influence prodiction resulte. Obtaining predictor deta 
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to the computed correletions of velidity. An effect of this natro 
has proviously been noted in a study nade on predicting sucoesc in 
twenty nursing schools for which diseppointing carrelations of fran 
02% to .50 wre obtained, When tho computations woro based on one 
shool st a time, validities jumped as Ligh as £O in one sehoci and 
e7/ in enotier, The auther of tle study irneed the low correilstiowe im 
the combined semples to veriation in grading policies of the schools,” 
ihe classes frum which series were caliected for this etudy were 
generally quito compereble sag attested by the data of figure IV, This 
feature should be helpful in minimising any possible disadvantages 
that might cecur fro: such a coobimtion cf proups tested under same 
Wet varying conditions, 
offers teinleted information thich provides an indiesticn of central 
tendeney end variability of the data collected on the verishies with- 
in the serylinr area. In oech cf the upper, middle, end lover 19% 
groupings the column headed i lists the mmbers of eases fron virech 
dato vere obtained; the colum headed li contains the moan veluoon of 
each variable for the cases involved; and the colum herded with the 
Greek: ayrbol "signa" liste standard deviations from the reen valuo M 














CLASS ACADEMIC LEADERSHIP EVAL. TROOP TRAINING STAFF FUNCTIONING 


16 ۲ PCC 78.66 77.83 

171m PCC 77.47 76.02 

1ST BASIC 79.88 76.46 78.79 

2NO BASIC 80.10 76.10 77.90 79.67 

IJRO BASIC 79.35 76.26 80.40 80.80 

GROUP AVERAGE 79.09 76.53 79.03 80.23 
FIGURE TV 


Comporison of class averages for groups from which 
sample cases were selected. 
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ach wh probekly cecur in a norm’ distribution. Tice VI liste 
tho critical ratios that exist betwen semling crees for each vris- 
bles Informetion fwon this letter figue 211 determine whether the 
difference betweer reen velues of the vericbles fn the three semling 
areas ia sipniMcent,. 

Imminrtin ef figure ¥ dows a reduction of Y for most varia- 
bise Dron the upper to the lower proupings anf a veriztion within each 
(crap for three specific precictor verieblos, COT scarves, troop train. 
ing grade, cmd ctoff functioning grade. Tor csarnile, seulanlc uver- 
ege cota was 





tie ríddle group, sad 29 essen in tho lowr prom. Thie rostio 
trad ms duo to rete of attrition in the ciffurent samling crece 
x5 Oredtuntion, Vseristion within groups for cortain rrecictor 
vorigshlos is represersted by 16 cases far OCT seoro, 30 exses for troop 
twetning, ma 24 eses for staff Punctioning In the upper grep. Tie 
&itustion ves a rest of verietions in the currícula far the differ. 
emt classes. ‘oon waluos cf N for ol] verlebles exept OCT seco chow 
& tendency to decrease fron the myer 1% to the lower 19 croup; note 
values of N for loadership ovelustion, 50.74 in the upper group, 76.83 
in the middle group, end 72,72 in the lower group. A difference of 
this nature shold normelly bo expected; however, tho degree گنه که‎ 
exee between the means of the different. groups is statistically sig~ 
nificcnut een anly bo determined by a study of the critical ratios list- 





° Y 
” -~ w 
li a; + - 
Zn ات ۶ سه‎ ۳ æ a ققق‎ 
ae d سم‎ — ⸗⸗ - 


— هک ن 8 m‏ 1 — 


ې > وسو په چ 
A x - —‏ 
و Y‏ کے ê Ål‏ 
(e a ae ag m —‏ 
مو ے همو uuo‏ ہے UM‏ 





1) ) 


CLASS STANOING BASEO ON LEAOERSHIP EVALUATION 
VARIABLE MIOOLE 15% LOSER 15% 
— — 0 ot E 





PREOICTORS 


ACAOEMIC AVERAGE 44 |82.18 | 3.87 79.50 | 3.74 29 
LEAOERSHIP EVALUATION 44 180.74 | 1.25 76.63 | 0.93 29 
GCT SCORE 16 P25.00/13.25| 25.00 110.60 | 11 
TROUP TRAINING GRADE 30 [83.00 | 5.85 78.95 | 7,12] 24 
STAFF FUNCTIONING GRADE 24 184.48 | 4.68 | 82.90 | 5.04 16 


FITNESS REPORT CRITERION 
— — —— —— —— — — 


DUTY PERFORMANCE 44 | 3.71 [0.40 3.46 | 0.41 29 

PERSONAL TRAITS 44 3.89 |0.37 3.66 37 29 

CO" S PREFERENCE 44 3.62 |0.29 3. 49 ۶ 29 

GENERAL VALUE 44 3.83 | 0. 47 3.57 10.48 29 

TOTAL CRITERION SCORE 44 ¡15.01 |1.39 ۱4.۱8 | ۱.64 | 29 
FIGURE V 


MEANS AND STANDARD DEVIATIONS 


Basic Data: Available cases of 
Graduates within the upper, middle, 
and lower 15% of the 16th PCC. 17 t3t 
PCC. lat. And, and 3rd Basic Classes 
based on Leadership Evaluation. 





ed jn figure VI, The value of H represents the point of cextral ten- 
dary or we point on the contimam abart wich all of ihe scores for 
t pertLoulur verisble wiluin esch grouping teni to cluster. The مه‎ 
teu. of yoienece trom the mean within weh tho coter ccoves are lil- 
iy to frill ls determined by too standerd deviation, Sga, مت سط‎ 
tlatisticel dow. follow the norel bell-shaped irequency curvo tm 
— ili fall in tho area 
ius auo and iimus cre signa irom tle wean, uml ¢ will fell wihin 
plus uso and مسٹہ‎ (wo aigess. Tas temianey seems to be lor vordaoil- 
ity to imreceo fran the upper to the lower sempling areas for tho 
eduernoaz total erlierign secre chows sigan fra: yyer to lower 
ceiling area to be 1.39, 1.64, end 1.75 resrectively. scadenic aver- 
sge, however, indiestes a reverse cf this with sigas of 2.07, 3.74, 
emi 30/3 wile loulership evaluation is different than oither criterion 
or acecentc average in thet a aig of „93 for tho rideo group there- 
of rorrosenus a trend tows considerable honogenelty in evelustian 
ecores for tho canlidates of average leadership ability, 

the volwwe of the critiesl ratios tobulzted in figure VI ero 
adequate in tle majority ol cesos to yawvide sietistical significance 
et ond better than the M% level. she dif erence betwoen the moans 
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PREDICTORS 
ACADEMIC AVERAGE 
LEADERSHIP EVALUATION 
GCT SCORE 
TROOP TRAINING GRAOE 
STAFF FUNCTIONING GRAOE 

FITNESS REPORT CRITERION 

DUTY PERFORMANCE 

PERSONAL TRAITS 

CO'S PREFERENCE 


GENERAL VALUE 






TOTAL CRITERION SCORE 


FIGURE VT 


CRITICAL nATIOS 


Basic Data: Means ond standerd Devictions for variables 
from available cases of Graduates within the upper, middle, 
end lower 15% of the 16th PCC. 17th PCC. 1st. 2nd, ond 

Jrd Basic Classes based on Leadership Evaluction. 





for GCT seores however iz definitely insignificant (eritieal retioe 
ll, nr «n 2.04) end consequently their value ns predictors in 
this study is extremely limited, Critical ratios of وم‎ betwen the 
middle and lowr proupa fer tree: training, end cf 1.25 and 1.6, betwen 
the upper ond middle gcrowea fer cteff functioning end CC's rrefurenes 
respectively, fail to indicate siqnificence at even the % level مع‎ 
thorefore those verinbles tn the ereas indicated cen be rejected from 
statistier] eemsideretion in this study, Critien? ratios, »erresont- 
ing a significance level between 1% and 5%, were found to be 2.45 and 
2,52 respectively for troor treining end renoral velos rene (1) bos 
tween the upper end riddle creme, snd 2.06 ont 2.42 respectively for 
scadexic average end staff fumctioning ess (U) between the -13215 end 
lowr ۰0 

It seons roescneble to conelude fron the significence leval of 16 
oz better found for most verlsbler af the criterion thet 3* mets the 
necessary stenderds of diserimination between sam.ling erees Soc rite 
poms of this stuty. 

Eslaticagine Letwen Yattsbless-Polntinshipe betwen varichles 
within cech cf the seperate sespling areas offers an indicotion of pes 
sible trends es they might be affected by quality of lewierehip, Ale 
though the correlations presenting the picture tabulated in firures 
VII, VIII, end IX are rather ml thay none-theeless point up certain 
fectorc thri may be moaningful. Over=a11 relntiemships betimen rrodic= 
tors ami total criterion acore as estebliched in fimmes X throurh XII 
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for the combined groups show more decisive correlations and will be 
discussed seperately. Considering first, the íntercorrelatiors be- 
tween predictors for the three leadership areas we find lou !ntorcor- 
relctione of sporoximately .15 between leadership eveluetion cnd ate- 
denice everage in the upper and riddle crows indiceting very little of 
common neamrement between tho two in these areas, In ths lower loaf- 
ermin crapping herever, the reletiqnskir seers te be preeter with the 
inicicoriolations rising to e532, it is diffiewlt to drew ey mill de» 
Tawa conclusions [rom this wend, howover, two possibilities seen reesen- 
aole. i vei, the rating officers hve imowledge of the siuiente! ata 
Gertic gredes end ray be iniluenced Ly tien to some degree in assessing 
leadership ability in the lower groupe cocondy the effective intelligence 
of cemdidctes in the lower group ney perheps bear a positive relation» 
gp vith ebstract intelligence for ecaderíie accasplisiment and canso» 
quently is approaching the xinimm desirable for effective leadereiip 
at the level with wuch we are concerned. As a result both leadership 
evuluation aud aeademie gredes for individuals in this letter esupling 
area tend to approach the criticel secre in each cage thereby caiiribute 
ing to higher intercerrelatia: between the two. 

COT geores tend toward higher intercorrolatian (6G, and .2) rospeet- 
ively) with academics and leadership in the niddle group than with those 
cero Varle les in tho extremes, ntezcorrelatiens for CCT wits ecadenics 
emi leaiereilp evelwtion in the upper group wore only ¿O3 and ,.OC re- 
spectively while for the lover group they vere .17 and -.16. Tho reed- 
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er is once more cautioned thot, for reasons previously indiceted, full 
ecceptanes of the trend in CCT roletionshipe produced by this ctuly de 
not recommended. 

Troop training kreisen appear to heve a fefirly high reletionohip 
to ecademic average for both the upper group (.56) end the lover group 
(.50) while for tho riddle leadership croup the intercorrelation drops 
to 29. This trend given pone inifeation that achievement in tho teach- 
ing orea 18 equally representative of academic ability in beth the upper 
and lower groupe but less go in the middle croup. 4 similar trend is 
aprerent between troop training end leadership evalustion exwopt tho 
relationships are not so pronounced, Achlovement in leadership ovalun» 
tion seems to offer a clightly rreater reflection of teaching Imordledgo 
in the upper group (.23) then in the lowsr group (.17). The seme inter- 
correlation for the middle croup is about equel in degreo (-.16) but 
negativo in direction, As a predictor of performance measured by tho 
criterion used in this study tho troop training grado has little to of- 
fer ep indiceted by small correlations of -.02, .02, end -.04 respectivo» 
ly from the upper to the lower loadership croup. 

Relationships between steff functioning grades and acaderdo zverago 
&xi looderghip eveluntion show a somewhat different trend then prosent- 
ed by intercorrelations for troop training. Intercerrelationa betwen 
staff functioning crades end eceadecto average show a sinilor trend of 
mellor relatiensiip in tho midlle group than for the extrenes (upper 
.32, middle .09, lower .73) but the relationship 1s considerably higher 
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in the lower grour then in the upper group. This offers some indica» 
tion thet perhaps achievement in the type of study represented by tho 
steff functioning course bears a closer relationship to average ecaden- 
fe ability in the lower group then in either of the other two, Tho rela- 
tícnehdp trend between staff fimctioning grades end leadership evalua- 
tion is represented by increasing intercorrelations (.04, «21, +61) 
from the upper to the lower leadership groupings. This trend appears 
to be e strong indication that those who score low in leadership eval- 
uation are quite likely slso to score low 1n a subject of the starf 
functioning end organisation type. It must be eduitted that a share 
of this trend 1s no doubt due to the influence of seademic ability, hea 
ever, if thet were the only fecter involved it would sven that a simi- 
ler strong treni would algo errear in the intercorreletions of the troop 
training grade, Steff functioning grades, as predictors of performance 
measured by the criterion of this study, offer correlotione witbin each 
group which ere eazparable in degree to those indieatod for leadership 
evaluation (upper.l4, middle -.19, lower «.23) even though the reletion- 
ship in the middle group differs in sign. 

Results obtained seem to indicate a relatioship betwen certain 
type courses that develop or meesure a knowlalge af teeching end orgen- 
fambicnol principles and leadership evaluation during the training pro» 
gren. Knowledge of orgenizetional principles seeme to hevo moro boer- 
ing on leadership ability or performance measured by the criterion of 
this study then doss a knowledge of toeching teehniques. In neither 









mE 


mE 
mE ۳ ۱ 


- 



















E 
ae 


è= te u م‎ EN 


I-— NB © © — — oO o 


ودي وو — — — — — 






















«2 





Hd 


O-———— 8 —- cs A— په سم يې‎ 
پسو ےہ و‎ E 
L 4 " — — — — —U — 
Do As وٴہے وہ‎ ER ام‎ WE —— 
— — q و‎ 
‘ > oar O 68 © r |l", 
"A AÑ سي‎ 
I» cs اس اس‎ CA سي‎ 
E > ms q. «ee. de 
le al — — — ⸗ 
سم دمص هغ وم — مه مس مس‎ 
o we) -— 9 سم سب ومو‎ 


— — — 


— — — — O 
— — —— — 


P 















⸗ — په 


= 





107 


cams however, doses the criterion used offer a very pertinent mana of 
inifecting a measure of rerformence far either of these fields, It 
1s therefore quite roseible that linitstions of the criterion preclude 
higher validity coefficients relative to troop training emi staff Ame- 
timin: prados es predictors, The writer talioves that the mbjcets 
in question might prove nore censitive to leadership ebility 17 they 
wero mede a pert of an over-ell leadership cedbeourse end better adjust- 
ed to include baste Instruction in organization and executive loedership 
Sunctions, emi e closer cosriinstien between the nschanical sters af 
the teaching process and the stimulatio remrireéd by the leader es a 
teacher. 

Etuiy of the intereorraletions betwen criterion variables in each 
of the sampling arses indicates s vory strong trend toard the wol) 
known "halo effect" in which scoring has beon seriously influenced by 
general inpresalen, Figures VIT, VITI, eni IX intleate that the highest 
intercorreletiens ero betwen the total criterion score end the other 
eriterion veriables for all gempling areas: for sach sampling area these 
ere, upper My 06, e77, -973 vátidle .957 .97y . و93‎ 0963 lower .%, 2%, 
«A, 97. THis being the case it is logical to employ only th total 
eriterion score ne tho accorted criterion measure becmuse it rivos tho 
beet rerresontation of 111 the cther verlables. 

The most significant quection tc be answered 1f possible by inter- 
pretation of these deta fs 2 eomrerison of leadership evaluation «nd 
sondewie average as predictors of eccepteneg on the job in 'umior offi- 
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VARIABLES 


PREDICTORS 


ACADEMIC AVERAGE 


LEAOERSHIP EVALUATION 


GCT SCORE 


TROOP TRAINING GRADE 


STAFF FUNCTIONIN 
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FIGURE VIT 


COMALLATION BLTwLEN VAHIABLLS FOR CASES HOM UPPE» 15% 


Basic Data: Variables from available cames of groduntes 
within the upper 15X of the 16th PCC, 17th PCC, Ist, 
2nd. and 3rd Basic Classes based on leadership evaluation. 
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Figure VIII 


CORRELATION BETWLEN VARIABLES FOH CASES FAOM NIDULL 15% 


Bosic Dota: Voriables from available coses of graduates 
within the middle 15% of the 16th PCC, 17th PCC. Ist. 
2nd, ond 3rd Basic Classes bosed on leodership evoluntion. 
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Figure TX 


COHMELATION BETWEEN VARIABLES FOK CASES FHOM LOWLH 15% 


Basic Data: Voriables from available cases of graduates 
witbin the lower 15% of the 16th PCC. 17th PCC, Ist, 
2nd, end 3rd Basic Classes based on leadership evaluntion. 
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cer duty nsstgrmente, Considering eeeh croup in turn w find for the 
rer group, representing those evaluated hirhest in leadership poten 
tiel, thet the correletion betwen scadenis average and tho criterion 
is preetically neplicible (.08) ani such lover than thet betwen leai- 
ership evalurtion and the eriterion (.24). Temerbering the relatively 
smell (.16) trtercorreletion hetrmen leadership ommimtion arl zesderdo 
average fer ths group it sema reeponable to coneluie two tings, First, 
thet leaderrhip and neatento or abstract intellirence re-recent two dif- 
ferent fectors on the funtor officer level anû heve little in commn, 
Seconds thet the rerformance of duty on the junior officer level fs ef- 
fected more by leadership ebility than abrtraet or noodesie intelligence; 
those ronsessing good leadership sbility with the remimite effective in- 
tellicence heve a better chance of exceeetine in the Ioer ronk levels 

In the middle grow, recresanting those of svernre lomlerehtn gbf!- 
ity, wo find e normel end expected condition, Correletione with the 
eriterion for both eeederfe avereze (.20) end leadership evaluation (.19) 
ere practically the sane, Here sgain, the low interearrelation (.15) 
betwen ncoteric averare and leedership eveluetion indteate the exirtones 
of two seperate fectors, The relstienship of these two factors however, 
is in better eniilibrium for menhers of this everege proup emi they per- 
haps ere equally dependent om the two in secomlishing their duty aselm- 
mont, 

A somewhat reeulinr or umisvuel situation seems to cecur in the 
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group evaluated lowest for leadership ebility 1n thet correlations for 
both leadership end ceademic average with the criterion are negative, 
-.19 end -.54 respectively. Close study offers soms possible conclu- 
riens however, thet make the situation actually less peculisr then in- 
dicated at first glance. This perticuler croup of officers, although 
they suecossfully qualified in leadership ability, generally represent- 
ed cases which approached the borderline in critical leadersiidp sval- 
uation score, Hany of them had demonstrated at one time or another 
during the training period certein qualities weieh evidenced mezatio- 
factery leadership. They perlaps olac represented a group of "slow 
cterters" who needed experiance to bring out latent bilities, Ini- 
tial ipnyresslon anc the "halo effect" say have made it quite iffi- 
cult for students in this category to overcome a few wmentiafectcry 
perforumees wrich possibly cecwred during the esxly phase of ovel- 
uetion. fixteen weeks of observation, although adequate to move these 
students into the setisfactory breeket ie perhaps too limited to estab- 
lish them at the proper level of their performance potentiel. This 
focture of the system as well as the possible forcing of assessments 
that may coeur in this area in an attempt to be nore certain of re- 
leedorship evaluation end the criterion, The considerably prester sig- 
nifiesnt difference, as indicated by eritiec] ratios, in the neans for 
lesdership evaluation ns compared to the neans for total 0 
eccre seems to express a trond tomrd less wrisbility of the extrem 
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groups from en over-all average in eriterion markings thereby indicat- 
ing thot perhape the direction talen by the negative correlation in core 
generally one in which the person evaluated in the lover leederstup 
group is actually performing his assignment in e better memor than 
had been predicted. 

A most Important feature to consider ts the relatively hich nega- 
tive correlation between scaderte average end the eriterion in the caso 
of this lower croup. It offers enother very strong *ndjention of the 
greater need for leadership ability rather than seadenie or abstrrot 
ability for eecepteble rerformence of duty ir the lower renk echelons, 
The negetive correlation of »,54 between ecademtc everage ond the crio 
terion fer e group representing Low moesured leadership ability in a 
otrong imifeation that ecaderic ebility alone contribvtes very little 
to successful rilitery rerfcrmence et this level, 

The conclustons determined fren e stuty emi comerism cf the core 
relations with the criterion fer both leadership evcluntion end scodem- 
ie everage seem to support the following hypothesis. Leadersiin chile 
ity is more importent to eceerteble performance of duty at tho ¿untar 
officer level than is seadenic ability. 

Let us now emmine the correlations between predicteres end the 
totol criterion score determined for the combined sprouse. The castes 
in this situntion sre 114 tn member, Figure X fustrates these com 
relations in tebuler ferm end figures XI, ent ZIT Miustrete thea 
graphically by seeres on e scatter dingrom, Criterion scores for the 


— O — موم‎ = © O 
— a مي وه‎ T——— سه‎ c 9 ہے‎ 
-——ÁÀ— يې ېی‎ m — X -— + A)" 
- — ام سب ده ومس‎ Q^ c سی م‎ dd emm 
— — o 

g Gay‏ — — — — ہہ 
سب Cee =F m A AA‏ ما 
m t 0 Oe am‏ مس TD em:‏ 
OMe NN‏ جس ee eee!‏ کو سس ہد E‏ 
مسان LE M EXE EE |, L‏ 
o‏ — رحس یر د اھ Do c X u‏ 
اوس سے ۔ بے ماس اه — مل ما سد 08 د 
GA — —— —‏ — 
بن — س س د سے مسق 









— — — e o DL o — 
co— سر وره‎ py — — — یو ےہ‎ 
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Basic Data: Predictor and Total Criterian Scores from availabie 
canes of Graduates within the combined upper. middle. and loser 
15% of the 16th PCC, 17th PCC, iat, 2nd, and 3rd basic Classes 

based on leadership evaluation. 
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scattor dliegrans ere reyresented om tho ebcisea or horisontal exis in 
ell cases. It is perhspa well to meke note here that correlations in 
a selected croup such as we find in this study are emiller than in a 
group containing e wider range of ability.’ on this basis and by com 
perison with correletions determined by othor studies en mbjectn with 
fn the seme pensrul arca it دوہ‎ reasonable to eecert tho ecrrelation 
of .60 betwen lemlership evaluation ımder the system being exarined 
end the criterion of aceepteblo yerformence of duty as very دوم نو‎ 
Significance zt tha 1% level for this number of eases (114) reouires a 
ecrrelaticn y of only .24y end at the M level en v of ¿183,7 The 
earrelation of .15 for aceende average ent the criterion does net 
therefore moet the requirements for even the % level of stmificonce 
om comet be gronted mich credence. In camer gom than, leaderchip 
aseecsnent by the cystem under evaluation in a ocheiderably better ود‎ 
distor of accertable future rerformmes in the jumtar officer level 
then is ecaderte ability. “hether this holds true fer higher renk 
echelons cenne} bo stated hore as 1t is obviously tha subject of cnotier 
Buy. 

Atäritign Within Samli Ansanı--The ettrition within sermlinc 
arcan fron the ante of graduation far each cless involved to Jumwiy 
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1951, when the data for thie study was collected, is tabulated in 
tawa XTi. This information seens to give rartieilerly etrog sup- 
pert to the prediction of lealership ability, unter the system earloy- 
ed during the training period, as 1% conperes with the performenco of 
duty seseure) by the criterion in this study. Tho dota indiectos & 
very definito treri cf inercusing ettrition from the group evaluated 
high in lordersh3p ability to the one evelusted et tie other extrene, 
4 cormerison of etirition rercantasen reflsctn a much greater differe 
entizl betneen the middle (30.55) and lower (50.8%) group than betwen 
the wpper (25,45) end middle (30.5%) soup. Some namal attrition ie 
expected but the very high fimwe of 50.8% for ihe lower group must 
very Likely be inflvences by such factors as leck of leaderalip cbil- 
sty, diesatisfaction, inaytitule for the oervice, ete. Tat the classes 
ímralyed represent groups trained meer the end cf ay followin: a mr 
has yerhaps caused precter atwritio than normal, hewever, tris fect 
hag little eipnificenee rhon tha question involved is e correripon of 
cross possessing unequal leacership ebility, ell three of which were 
subjected tc the seme forces which right have a bearing on the ettri- 
tion yrehlen, 
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AVAILABILITY AND ATTRITION WITHIN SAMPLING AREAS 
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FIGURE KITI 


Attrition During Period from Graduation to January 1951 


l. The validity of the loedereship sssesauant procedures under 
esminucticn, when measured by the partiouler criterion employed in this 
study, is very significant, 

ee At the Junior officer level, leadership eancesnant provides 
n better rrediction of ecooptelble porformenes then do acadenic average 
ot roesures af penersl intel و‎ 

3. Lecderehip shílity sai ecademic intollicence do not necessar- 
117 heye much in common et the junior offícor level. (Acceptable yore 
formence of duty et thio level is nore veremient on lesderaitip chile 
ity then on aeadenic achievement. 

4. Craden fron the troup training amd staff functioning وه‎ 
ney be sufficiently related to owslunted leadership ability in the caso 
of tho extremes, and tho lower loelorship prcup in particular, to mug- 
gest that n knowledge of the type کہ‎ subject matier taght in tone 
courses will have a cirect effect on leadership ability ani that the 
tesching rroeess and theory of organi sstion end operutiíca, reyresent~ 
ed te mre degree by thoro courses, ero important factors to be asno- 
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CAPTER V 


DISCUSSION 


Qenerala -One basic assumption ws rede in this stuty and sup- 
perted by evidence furnished in Chapter 1. This asounrtion ms that 
the sources mé requirenentes fer initial seleetion of eendidates for 
officer besic training in the Varine Corpe rrevided reasonchle dis- 
eriminetion between qualified end unqualified eandidetec, ud that 
those selected for meh training cauld be considered a select croup 
peseessing potentinl leadership ability. This eammption, as mch, 
will yxrobably hold true es long as the supply soul demand feetors are 
in balance, The writer suggests however, that wrtime conditions my 
dictate a relaxation of the ecedemic achievement requirement for ini- 
tínl selection in order to protuee the desired number of candidates. 
If euch be the case 1t right prove rrofitsblo to introduce the situstien- 
al screening rrocess into the initial selection phase in view of its 
apparent success in screening onlisted cendidates for the 1950 Bepic 

The primary purpose of this study me to determine whether ar 
not the essesenent procedures under exmmination provided adequate lerd- 
gren., Chapter IV established certain findings, based upon am inter 
pretation of the ptetistical analysis, which will not be repeated here, 
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The writer proposes herein to offer additional conelusions based upon 
the resserch materiel presented in Chapter II, and to suggest, where 
considered rractienble, means for improving the leadership training 
end asseoment. progran described in Chepter TIT, 

Geperal Conclusiong.--<Consider:tion of the meteriel presented in 
Chapter II suggests the following: 

l. Experience of others indicetes that leadership ability endl 
teeching ability complement each other in the performence of duty end 
shald be closely related in eny leedership treining progres. 

Consideretion should be given to certain principles sot forth‏ م2 
on rage |^ of this study uhen designing essesmment procedures, In‏ 
FETIL, assessment nrocedures should be designed with o specific‏ 
moasurenent objective in mind. The veriablos to be menmued rust be‏ 
based on the particular requiremente determined to be involved in the‏ 
future assignments for which the candidate is being assessed, If the‏ 
type problem to be used is influenced by the demands of ecadenic train.‏ 
ing however, the enrreach is usually reversed and the objectives of‏ 
aBpecgxmt will have to be determined through fob analysis of the‏ 
nmeaguring situetion to fini out exactly what fectors cen be evalunted,‏ 

3. Wherever rrecticable it is desirable to errloy a multirle 
poemrenent erpreech in neseseaing leadership qualities. That is, a 
quality of leadership should be evaluated by more than one norsuring 
instrument whenever rare then one technicus is svafinble, Tho tretit 
approach only, es used by the syctea wrier exmination, 12 too Limited 
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in copo eni fefis to ecnsider mery important factors associated with 
he The results obtained by any lendership anmsesswent and train- 
ing progrem ere derendent upon the ability of each individusl assessor, 
It in desirable that selection of assessor personnel be besed on man 
specifications considared desirehle for such an assignment. 

5. Tbe design of a militery leadership csecasment end training 
rroan might wall be based on the premise that, the amcutive notívi- 
ties of rlemine, organising, ani controlling eryropristely epriied, 
ex reinforeed by au understending of the principles of besic psythol- 
ony end skilful meripaletion of a personal behavior pattern equiva- 
lent to the situation sre findsmental to any eet of good leadership. 

6. Seiemtifle malysis provided vy followup. studies euch as 
this ła the only logical approach for deterxining tho velidity of evel- 
uation end training precedurec. This pertíiculer stuly surperts neny 
areas for further irvestigetion. One study however, is noi enough. 
Cartimious repeerch using better criteria is suggested to insure pro- 
greso in developing the porsonnel rroeedurec dinouscod 0 
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Contxíla--o0esrch hesg indicated that the leadership ect is ine 


finenced through veriable forces effected by the loader, the follovers, 
end tho particular situation in whieh the sctivity cecurs, Economy of 
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time and training facilities require that consideration of the lecdership 
eituation be generally broad in scope. The program cannot prinerily 
provide for specific leadermiip situctionsa. It must ecnsider the rdl- 
itery eervies es a goneral cituation in which loadership ects oceur, 
By thus cirowmeeribing the situetional area to be recognized sone re- 
dustion or generelisaticn of variables ean be obtained. 

û desireblie leadership training program ev the officer basic traine 
ing ievel will generally conalst of two major elenents designed ão prO» 
vide the instruction necessery for developing end eseessing leadersiip 
first cffering tho stulent an ocportunity to leern fuiamental rrinei= 
nles of exseutive aeticn emi closr thinking, the means by wich people 
ero potiveted, smi the cowrlinentery aspects of tesching ability end 
leederanty. The second slement must provide a nenns by wbich tho stu» 
dart cen demonstrate end Gevelor tho dynemics of his rersonal behaviar 
pattern in eprlying the functions fundemestal to his leederahtn ecte, 

In view of the seope emi inportenee of the fectors involved in 
lenderehip evelustion end training 1t ic surpested thet any Leadership 
proper be piven the status of e micourse of the curriculum in crder 
thet 111 elements yperteining tc leadership cen be better reletod as 
fectors cod fertions acaccicted with leadership development. In this 
reenect it is forther evgrosted thet eopended versions of caress cath 
es the Troop Training course nd Steff Fimetioenine course be nee a 
pret of the leadership subccurse boceuse of their close relttíonship 
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and application to fectors in tive leaderahfy ect. 
ing e nilitery leadership mibecurse. 

l. Theory of Cz£nixoulon ond Curia expended ver- 
sim of e general. Staff Organization and Fumctioning course to provide 
edditional ani nore specifie instruction in regard to the relationships 
certain factors such es respensthility andl delegation of authority; 
executive functions of planning, erganining, and controlling; effect 
of policy oni rrocedures on morale; and the scientific method of ap- 
preaching emi eolving executive o> leadership yroblera heve with cf- 
fective yerformuce of leadership acts. 

2. Lesentlela of PIONIN -eA course to provide training 
in the fundamental principles of motivation; the prineiple of individe 
wel differences os releted to capacity for performance; Inman : 1 وج‎ 
emi group processes; pereomelity traite and behavior patterns; and other 
essentials of Laníic psyoholocy, 

2. lug Losxuing وک‎ epaod version of a generel 
Troop Trafning er Technique of Inetructfion caree offering ndditicnel 
instrvetion in regerd to the applicctf{on méd@ need fer leaderahip in 
teeching to provide the recossory stimlus cr dynerofeníc effect that 
teeching ebility have on eseh other in rrodueing tetter edministretive 
en! orerntionel performence should be nede cloor to the riudent, 
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4. Zitate, Gaso Tuehlenn.--roblens of a paper-renoil 
type which can be nsed es exercises for the student to apply lesderaldp 
princirles learned, Such problems shold be polrted specifically at the 
emoll wilt level ami imole both administrative end tactical leadership 
roquizccontg. By meens of theas evercises the student ern elpo prac- 
tico the eciantific sothol of aprroseh for problen solving. 

sander sien Sralustiong-<The following sur-estions ere effered far 
imvrorinc the asneesment aystem sot forth in Chapter TII of this study. 

1. Expand the base of nesesemeunt po that evaluation is nat 
listted te the trait approach. Several possíble nens for iupreving 

a. Deterzino the legdermip fecters rhieh ere ossertial 
to sc2298, by esteblishins the critter] regzirenentes tint any junior 
officer rust be enpeble cf performing. Flanegen defines a critiec] 
requixenent as fcllows:? 


co. (eee a سا‎ ul س‎ sones that 
extstendingly effective 





it has boon remensible for ص اس‎ 
E o Y a ui له شم‎ 
the job ar activity in quostia. 





He elso suggests that some criticel requirements ean be exprorsed in 








gotm 0, Tlenegon, "Cri "Critical Fequirenentea: A now aprrosch to en- 
ployeo eveluntíon," Fereammel | syehology, 21049, ?, p. 420, 
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teras of aptituie, training, information, attitudes, habite, axila, 
end abilities ng well es behevior patterns. These howevor must geseral- 
ly Le based an inferences er hypotheses. “hen erítiesl roquireounts 
have been established the next step is to desiga appropriate noasun- 
ing Instruments by whieh tne stulent can demonstrate his capacity to 
neo, then, 

b. Exsine existing situetional problems, whether mtrue- 
wed ce unsiructued, to determine all of the possible critical inei- 
dents wie will serve as a veasure af cacl candídate!s leadwrshin abil- 
ity than he is subjected to the situations provided in those probleme. 
“hen such factors have been isolated they should be crerntion: Vy stat- 
ed and included on the esvessor report form. Flemgen's article, "Crit- 
ken] Tequtremente: A new ammonch to omrioyee eveluction" indientes 
thet five svecific conditions meat be satisfied when esteblishin? crite 


teal veouirenents of thins ی‎ 


It is essentiel thet ecturl cheervetione be mode of the 
on-the-fa setivity axl the rrotuct ef euch activity, 

Tho nine ená objectives of the sctivity must be know 
to the obeerver „ „ ,ء‎ to indentífy success or failure .. . e 


The bests for the rpecific juigment to be made by tho 
cbserver ہیرس‎ be clearly defined . ə e o All cbesrvers must 
heve tho same criteria for Jwiging saticfactorinese . . « ». 
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The observer must be quelified to make juignents 
regarding the eativity observed . . e o 


curta... the cbserver's attention be directed to the 
ecsentiol eg;octs of the behavior being observed. 

c, Consider the use of n1! roeormnitsed resmmenont tech- 
nicues wherever they may be prectfecble to nare a milti-Atrectimal 
enyrosch. Soclonctric quectioncires, onl sreeisl interviews ero mg 
mented an tuo ndditlomnt tyre techniques, Torharn tha sorimetrin 
technique could be employed as د‎ means to obtein edditionel informa. 
tion on caniidetes engaged in sftuatioal eld rroblens for which 
qualities of cooreretion, attitute, end other behavior traits deter 
mino miscessfw toenmork, Several Irportant co ntributione nicht be 
mede to the lendernh?» rrocrom IC sore essesmrent bry stenta coH 
be made n vert of the rítustional neosrecent rrocren, Piret, ctu- 
dento performing in isolated ereas not directly under cbeervaticn by 
e staff eronesor nicht he better motivated if they knew thet their 
behavior ratterns were being coecesed by essocictes. Second, the 
multiplicity of raters, a fertrre of the coclonetric technime, wrld 
provide mero comrehentive ecverere ant poectbly camilcte sow cf the 
watestrable geps ín ssscesment data, Third, each student would be gain- 
ing velueble exrerfence in retinr methode, a problem thet ha will bo 
faeed with throughet his career. 

2, Menderdizo assessment values emong raters for occ pitius- 
tional problem. When the fretors of leadership to be measured have 
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been determined by job anelyeis techniques they cmn be operationally 
etated by degree of secoptable perforueneo Tor nearing purroms, 
Stemlerds of minizum aceepteble perfornonce, prejerod ns job Cescrip- 
tiona and published for the training of oll raters, would provide a 
standard point of departure from which to pmuge rarkincs, 

3. Analyze the leadership traite evrrently being measured 
in tho evaluation progran in the Jirht of eritieal recuiresents and the 
traits found to be associated with losderghip in the survey conducted 
by موم‎ 

Eduestionel ispects.--In view of the aignificence indiceted for 
the studied system of leadership evaluetion es a predistor of ecoept- 
able rerfornenee ct the junior officer level the sugrertion is cffered 
thet perhers ecadectic grades need not be eonsidered in determining 
relative stenting upon graduation from officer besle treining, if the 
major purpose in treining a select grom cf this nature is to rrocote 
leering and insure thet el) students are brought ebove e prescribed 
ninimm level thereof, and is not primarily one of selection, much a 
eucrostion may not be amiss end nicht prove on advantage in tho learn 
ing rrocoss. Lecrníng is not always favorebly influenced by excessive 
for coorerction or teemwork, foectars essential in any militery oitustlon, 
The suggestion does not contemplate olinination of individuel grades 
but merely the desirability of shifting the emphasis fran individuel 
to teem competition on a rlatcon or campeny basis, Arrroyeinte prises 
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presented at Intervels during the training program to the mit rain- 
taining the highest academic average wuld tend to stimulate tho (Troup 
rather then only a few highly qualified indivicuslse. By this proceed- 
we individual ineentives cen be geered to the goels cf the teareto 
schieve tha hirlest sesdonic team average. As a team porber the recor 
stadont in more likely to receive cooperative suppert frea his fellow 
cixlente in the leering process. {veh essistence could prove velune 
be In helping to breek deam certain bicchs to learning muck ac sitio 
tudes of frusiratio em! inferiority which scnctines ceeur 1n stutonte 
faced with stro; ecadeclc competition. Opportunity for teeemor in 
ecadgwice troining may eleo help to ecniiticn the etuients fer ۶.09 
ternmork in their military assimments,. 
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